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ABSTRACT 


Applying selected concepts of organizational theory to the Mayaguez incident of 
1975 leads to a more comprehensive understanding of events and more accurate lessons 
learned. Application of organizational theory demonstrates the decision processes at the 
executive level left the military operation vulnerable to failure. Henry Mintzberg’s 
structural contingency model and Lee Bowman and Terrence Deal’s frames model within 
organizational theory are used and are applied to executive-level decisions. The rationale 
behind focusing on the executive level is twofold: First, it is where final critical decisions 
were made, and second, military operations cannot take place without an executive-level 
authorization. The Mayaguez crisis was rife with potential pitfalls and, though President 
Ford was equipped with an excellent organization of intelligent, competent personnel, the 
result was unnecessary loss of life. Publicly, the operation was a success and President 
Ford the savior of the Mayaguez crew. To the military, the operation was an 
embarrassment—all because of failures within the organizational structure and poor 
decision making. Application of organizational theory provides an avenue for analysis of 
the military operation within the Mayaguez rescue. 
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I. 


INTRODUCTION 


On 12 May 1975, an American merchant ship, SS Mayaguez, was seized by the 
Cambodian government in what President Gerald Ford believed was a threatening show 
of force by the relatively new Khmer Rouge government. The United States government 
responded swiftly by sending a full military package to rescue the Mayaguez and her 
crew. In the end. President Ford publicly declared the operation a success, but for the 
military, it was an abysmal failure. A full report was produced to summarize the events. 
After reviewing the report. Congress requested, and the Government Accounting Office 
(GAO) conducted, an investigation to clarify incongruous statements and events listed in 
the incident report. 

This thesis is based on the hypothesis that by applying selected concepts of 
organizational theory to the Mayaguez incident of 1975, one can gain a more 
comprehensive understanding of events and more accurate lessons learned. Specifically, 
application of organizational theory to the Mayaguez incident demonstrates that the 
decision processes at the executive level left the military operation vulnerable to failure. 
To conduct this analysis, the authors used Henry Mintzberg’s structural contingency 
model and Lee Bowman and Terrence Deal’s frames of reference model within 
organizational theory. In particular, the models are applied to the highest levels of the 
National Command Authority and Department of Defense organizations, focusing on the 
executive-level decisions rather than the entire structure itself. This thesis defines the 
executive level during the Mayaguez incident as the National Security Council principal 
members: president, secretary of state, and secretary of defense. The rationale behind 
focusing on the executive level is twofold: First, it is where final critical decisions were 
(and still are) made, and second, military operations did not and cannot take place 
without an executive-level decision. 

A. PURPOSE: 

The purpose of this thesis is to reexamine the events and published lessons 
learned of 12-15 May 1975 through the lenses of organizational theory. Because there is 
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no single, cohesive organizational theory per se, the task of examining organizations 
becomes complicated, requiring integration of a web of different theories and approaches. 
However, by combining select theories within a larger frame of reference model, a 
clearer picture of the organization, actors, and its effectiveness is obtained. Applying 
organizational theory to the Mayaguez incident demonstrates that decision processes at 
the executive level made the military operation vulnerable to failure. 

Although the Government Accounting Office (GAO) published a full report of the 
Mayaguez incident, it was both incomplete and inaccurate in terms of analysis. The 
report merely consolidated information from various sources within the government, to 
include the military, rather than applying analysis to the events themselves. 
Unfortunately for the military, the GAO report was, and still is, the only source of 
information for lessons learned. Since inaccurate or incomplete, the lessons derived from 
the information presented left the military vulnerable to committing the same mistakes in 
future operations. If an analysis of the errors made in the planning and execution of the 
Mayaguez incident resulted in a more comprehensive review of the organization as well 
as its actions, perhaps subsequent missions such as the hostage rescue attempt in Iran— 
Operation EAGLE CLAW, or more commonly. Desert One—would not have failed. 
While the GAO report reviews events that were not executed as planned, it fails to 
analyze or explain shortcomings within the organization itself that also attributed or were 
causal to the mistakes made. The report seems to only assign blame to individuals rather 
than examine failed processes, structures, and systems; it actually misses the analytical 
process altogether. In fact, nothing was stated about the failures of the organization 
except in the case of failed communications. In the absence of analysis, the 
recommendations for correcting the problems are then flawed. 

Eor an organization to operate efficiently and effectively, careful attention must 
be paid to every aspect of the organization, its environment, and the mission it intends to 
accomplish. Several methods could be used to analyze the Mayaguez incident, but 
perhaps the most telling is that of organizational theory. In this thesis, the focus is on the 
executive level. Applying organizational theory to the executive decision makers 
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involved in the Mayaguez incident reveals that the decision processes of the 
individuals—specifically President Ford—were flawed, causing the entire military 
operation to fail. 

B. BACKGROUND 

The following chapter is an adaptation from Dr. John Guilmartin’s book, A Very 
Short War: The Mayaguez and the Battle of Koh Tang. Although other sources were 
consulted and are available on the subject. Dr. Guilmartin’s book appeared to be the most 
succinct and accurate account of the events that transpired. He is recognized as the 
foremost authority on the Mayaguez incident not only because he researched and 
authored his book, but also because he piloted one of the helicopters during the operation, 
thus enabling firsthand accounts of the action. 

On 12 May 1975, two weeks after the fall of Saigon, Cambodia’s Navy seized the 
U.S.-owned container ship SS Mayaguez, along with its crew. The intentions of the 
Cambodian government were unknown when the ship was seized, largely because 
leadership in Washington, D.C., did not recognize and would not communicate with the 
new Cambodian government, comprised of the Khmer Rouge. President Gerald Ford 
quickly came under intense pressure to recover the crew and ship. In 1968, North Korea 
seized the USS Pueblo, resulting in eleven months of captivity of the crew and 
embarrassment to the United States. With this event in mind. President Ford acted 
decisively to recover the Mayaguez and crew. What should have been an easy operation 
against a small, unorganized and officially unrecognized country was anything but. 

The United States, having recalled forces after the Vietnam conflict, still had 
sufficient airpower based at U-Tapao Royal Thai Navy Base, Thailand, to launch an 
operation, but needed a ground force to aid in the recovery of the Mayaguez crew. 
Unfortunately, ground troops were stationed elsewhere; some of them still exiting 
Vietnam, some in Thailand, and some in Okinawa, Japan. The president requested troops 
to meet the strict timeline he imposed for recovery of the Mayaguez and crew, going as 
far as to return troops who had just left the battlefields of Vietnam. Late that night, on 

the evening of May 12, 1975, the Mayaguez was located, anchored off of Koh Tang 
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Island in the Gulf of Siam. Based on the assumption the crew was on the island, the 
command structure planned the operation as a rescue of the Mayaguez crew and recapture 
of the ship as United States’ sovereign property. The Marines would deploy to U-Tapao 
and board Air Force special-operations and rescue CH/HH-53s based in Thailand to take 
the beach at Koh Tang Island on May 15, 1975. The military also was tasked to 
recapture the actual ship, SS Mayaguez. This would be the Air Force’s first helicopter 
assault operation.! After recovery of the crew, the helicopters would transport the crew 
to the aviation-ready frigate USS Henry Holt, already in seas nearby. 

Unbeknownst to the Marine forces and Air Force crews, the island harbored an 
estimated 100-300 armed, combat-hardened Khmer Rouge forces placed there to protect 
Koh Tang from occupation by Vietnam. An old political dispute over sovereign rights to 
Koh Tang Island had escalated between Cambodia and Vietnam in recent months, 
causing the Cambodians to station combat-ready troops and weaponry on the island. 
Because diplomatic relations between the United States and Vietnam were strained and 
diplomacy with the Cambodians was virtually non-existent, the United States government 
failed to accurately assess the island’s inhabitants and importance to the region. Instead, 
the intelligence community estimated a total of only 18 to 40 persons on Koh Tang 
Island, including both the lightly armed militia and indigenous population. This would 
be only one of many major mistakes made in the Mayaguez incident. 

On the approach to the island, the Air Force helicopter crews were the first to 
suffer the consequences of previous intelligence and diplomatic failures as the Khmer 
Rouge shot down three of the first four helicopters approaching the island. Intelligence 
was both inadequate and unavailable for the mission and diplomatic efforts, notably 
limited in nature, had failed to secure the release of the Mayaguez and crew. 
Unfortunately for the operation, the second helicopter carried the Marine Forward Air 
Controller (FAC) team, and the fourth helicopter was so badly damaged it had to abort 
and return to U-Tapao. Eventually, Marines were inserted successfully via other 
helicopters. Regrettably, the Air Force A-7s failed to locate the Marines, leaving them 

1 The previous assaults done with Special Operations Forces, e.g. Son Tay, were still classified at the 
time of the Mayaguez Operation. 
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without fire support. The Marines continued to fight valiantly as they waited for the 
remaining helicopters to fly through enemy fire to deliver reinforcements, their 
motivation waning from the offensive beach assault to mere survival. Unfortunately, the 
enemy continued to fire on and destroy most of the remaining helicopters leaving the 
Marines with few options to return. In fact, only three of the helicopters that landed in U- 
Tapao would be able to continue and return to Koh Tang to recover the ground forces. 

Finally, with the assault still waging, a Marine boarding party brought in by Air 
Force helicopters embarked the Mayaguez expecting to find the ship under siege. To the 
contrary, the ship was deserted because the Khmer Rouge had taken the Mayaguez crew 
to the Cambodian mainland two days earlier. President Ford ordered air strikes on the 
Cambodian port and vessels in the surrounding waters to protect the military forces and 
preclude the SS Mayaguez from being taken to the mainland. Unbeknownst to the 
military forces involved in the operations, the Khmer Rouge were constantly moving the 
crew during the operation not as a practice of deception but merely to get the crew to a 
location suitable for release. 

The reason behind moving the Mayaguez crew is unclear. It is possible the 
Khmer Rouge did not want to complicate the dispute with Vietnam over the island by 
involving the United States, or it may be that the U.S.’ retaliatory strikes on the 
Cambodian mainland influenced the Khmer Rouge. Regardless of the reason, the Khmer 
Rouge released the crew, sending them out to sea in a Thai fishing boat. Fortunately, the 
USS Henry G. Wilson had just arrived in the area and was able to recover the Mayaguez 
crew after spotting Caucasians waving white flags on the deck of a Thai fishing vessel.2 
The recovery of the Mayaguez crew resulted in a Presidential order to cease assault 
operations on Koh Tang Island, saving a second wave of Marines from possible fatalities 
as the Khmer Rouge were far more prepared than our fighting forces. 

After the Mayaguez crew was recovered, the assault operation was transformed 
into a rescue operation to extract the remaining Marines off the island. An AC-130 
Spectre Gunship provided firepower while an air-rescue HH-53 Jolly Green and two OV- 

2 Commander in Chief Pacific Command. The SS Mayaguez Incident. Command History Branch, 
Office of the Joint Secretary, Appendix VI. San Francisco, CA. 1976. 
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10 Forward Air Controllers (FACs) coordinated in the air to save the remaining Marines. 
It was the FACs, and not the chain of command, that initiated the rescue of the battered 
Marines. When the rescue operations began, night already had fallen, but the Khmer 
Rouge had not relented with its assault against U.S. forces. Despite only four HH-53s 
being flight capable, the rescue force launched to recover the Marines. Of course, within 
seconds of approach to the island, all HH-53s were fired upon, rendering one of them 
unable to complete the mission. As the night progressed, one more helicopter was able to 
return to the rescue operation, achieving only marginal success. 

At the end of the night, as the last helicopter approached, the ground commander 
was asked to take a final head count of his Marines to ensure it would be the helicopter’s 
last run and no one would be left behind. The commander concluded all Marines were 
accounted for and the helicopter extracted the Marines to the USS Holt. Once aboard the 
Holt, a final headcount was taken and the mood drastically soured with the news: E 
Company was missing three Marines. Those Marines were declared as Killed in Action 
(KIA) by the United States government who stands by its declaration even today. 
However, recently uncovered eye-witness accounts and interviews of the soldiers on the 
beach revealed the Marines were, in fact, left behind fighting for their lives.3 

In the GAO report of the Mayaguez incident as well as President Ford’s 
assessment, the mission was considered a success despite the contrary opinion of those 
involved in the operation below the executive level. Military losses went largely 
unnoticed with the announcement of the successful recovery of the SS Mayaguez and her 
crew by President Ford. Forty-one military men lost their lives attempting to save the SS 
Mayaguez and her 39 crewmembers. Unknown to the president and cabinet, and before 
the first shot was fired on Koh Tang Island, the Mayaguez crew had been released to a 
Thai fishing vessel. The entire beach assault was executed needlessly. Row Rowan, in 
The Four Days of Mayaguez, writes: 

At 7:29 A.M., the very minute United States Marines were seizing his 
ship, and Gerald Ford was being informed by Henry Kissinger of Phnom 
Penh’s intent to release it anyway, the captain and crew of the Mayaguez 

3 United States Department of Defense News Release. “MIA Marines Identified from the Mayaguez 
Incident.” http://www.defenselink.mil/reIeases/2000/b05182000 bt260-00.html . 
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were setting out in a fishing boat from the Cambodian shore—a fact which 
would have amazed the president, the secretary of state, and all the 
Marines fighting and dying on Koh Tang.4 

By applying select concepts of organizational theory, this thesis concludes the 
GAO report was incomplete in analysis and consequently formed the basis for learning 
the wrong lessons. Unfortunately even today, lessons learned are often generated but 
rarely studied or analyzed before or after issuance. Faulty information and lack of 
analysis provide for erroneous results and can lead to future failures. Organizational 
theory provides a new perspective to the Mayaguez incident, producing drastically 
different results and conclusions than previously published material. In fact, it is possible 
that had President Ford understood or applied some aspect of organizational theory in his 
analysis, he might have prevented the failures experienced by the military and ultimately, 
saved the lives of the men who fought on Koh Tang. 

C. METHODOLOGY AND CHAPTER REVIEW 

This thesis is derived from a project assigned by Dr. Erik Jansen to analyze an 
organization using the principles taught in his graduate classes at the Naval Postgraduate 
School in Monterey, California. Dr. John Guilmartin’s book, A Very Short War, served 
as the impetus for the detailed research of the organizations involved in the Mayaguez 
incident and because of recently declassified National Security Council (NSC) minutes, 
the project quickly honed in on decision making at the executive level. Subsequently, the 
discoveries concluded in the assignment gained the interest of Dr. Guilmartin. At his 
request, the findings were presented at the Mershon Center at Ohio State University. 
From there, this thesis evolved. 

In addition to Dr. Guilmartin’s book, several others were accessed in researching 
the incident. Ralph Wetterhahn’s The Last Battle: The Mayaguez Incident and the End of 
the Vietnam War provided a similar account of the incident but focused more on the 
failure to account for all Marines when exiting Koh Tang Island rather than the executive 


4 Rowen, Roy. The Four Days of the Mayaguez. New York; W.W. Norton & Company, 1975. 
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level of operational strueture during the ineident.5 Another work by Roy Rowan, The 
Four Days of the Mayaguez, provides a historieal aeeount of the Mayaguez ineident and 
though published in 1975 (the same year in whieh the ineident took plaee), still offers an 
insightful aeeount of some of the exeeutive-level problems. Finally, Christopher Lamb’s 
Belief Systems and Decision Making in the Mayaguez Crisis offered an expanse of 
researched aimed directly at the executive level of the Mayaguez incident. His approach, 
while also based on concepts within organizational theory, varies from the premise of this 
work. The supposition that President Ford either consciously or subconsciously altered 
the structure of the organization by essentially becoming the sole actor within the 
strategic apex is unique to this thesis. Again, this is largely due to the application of 
diverse concepts that fall under the umbrella of organizational theory. 

Besides authored books, a diverse collection of government and military 
resources were accessed. The Marines publication on military command and control, 
memorandums issued during the incident, the GAO report, and NSC minutes were all 
researched in detail. The GAO report, when coupled with the recently declassified NSC 
minutes, revealed information not previously published in other accounts of the 
Mayaguez incident with the exception of one. Brian Kelly’s documentary released in 
2000, Seized at Sea: Situation Critical (The Story of the Mayaguez Incident), cited some 
of the references in the NSC minutes, relating them directly to executive-level decisions. 
However, while the account is compelling, it only exposes the decisions and still does not 
address the reasons behind the failures at the executive level. Particularly valuable to this 
thesis, however, are Mr. Kelly’s interviews of former President Ford, then Secretary of 
State Henry Kissinger, and then Secretary of Defense James Schlesinger. 

In addition to the interviews supplied by Mr. Kelly’s documentary and Dr. 
Guilmartin himself, other participants were also consulted. Colonel (Ret.) Jim Davis, 
ground commander of the Marines during the incident; then First Lieutenant Bob Blough, 
a HH-53 pilot during the rescue, and Dr. Guilmartin all provided insight gained over the 

5 It should be noted Dr. Guilmartin found discrepancies in Mr. Wetterhahn’s facts, leading Dr. 
Guilmartin to question Mr. Wetterhahn’s account of the Marines left behind. In interviews conducted with 
Dr. Guilmartin during the trip to Ohio State University, November 12-14, 2006, he refuted some of the 
facts in Mr. Wetterhahn’s book because of his personal involvement in the events cited. 
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years since the incident. Additionally, electronic mail was received from then Second 
Lieutenant Dan Hoffman, Marine ground troop who provided a first-hand account of the 
heavy ground fighting on Koh Tang as well as Larry Barnett, also part of the Marine 
assault force who provided yet another perspective of the ground account. While 
strongly opinionated, the interviews helped examine the frames through which 
participants viewed the event. Although the thesis ultimately focuses on the executive- 
level, specifically President Ford, the interviews were compelling accounts of how 
influential the concepts of frames of reference are in the body of organizational theory. 

Because there is no single, unified organizational theory but rather a vast number 
of complementary, and sometimes competing, theories, much research was accomplished 
to determine those most applicable to the analysis of the Mayaguez incident. It was 
determined the most relevant works in organizational theory for this particular analysis 
are Henry Mintzberg’s structure in fives theory and Larry Bolman and Terrence Deal’s 
work on frames. The structural theory easily dominated the research done on the 
organization because of particular importance to the thesis is the structure itself. 
Mintzberg’s discussion of coordination mechanisms and communication within the 
organization helped to define areas of failure previously not addressed by the GAO 
reports. Bolman and Deal’s work on frames was especially critical to understanding the 
failures caused by executive-level decision making. By combining the two concepts 
within organizational theory, the proposal that President Ford became the sole member of 
the strategic apex which resulted in a changed and ineffective organizational structure 
was developed. Simply applying organizational theory to the Mayaguez incident 
demonstrates the decision processes at the executive level left the military operation 
vulnerable to failure. 

D. CHAPTER REVIEW 

In Chapter I, the basic story of the Mayaguez was revealed. In Chapter II, the 
thesis provides a review of organizational theory and discusses key concepts of 
configuration and frames. In Chapter III, Mintzberg’s structural theory is applied to the 
executive level actors in the Mayaguez incident and in Chapter IV, application of 


9 



Bowman and Deal’s frames theory further reveals problems in the executive-level 
decision making. In Chapter V, the findings are consolidated and the true value of the 
critical analysis of executive-level decisions is revealed. The thesis concludes with 
Chapter VI and provides implications and recommendations for future study. Finally, 
appendices of the NSC minutes, the GAO report, and other works serve to enhance the 
analysis achieved. 
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II. ORGANIZATIONAL THEORY 


A. INTRODUCTION TO ORGANIZATIONAL THEORY 

The goal of this chapter is to introduce key concepts and terms that are used in the 
analysis of the Mayaguez incident. The published lessons learned from this incident, 
while important, were produced with little or no analysis.6 The major thrust of this 
chapter is derived from Lee Bolman and Terrence Deal’s book. Refraining Organizations 
and from Henry Mintzberg, a noted authority among organizational theorists. Both 
approaches have synthesized a diverse body of organizational theory and while they are 
not the only approaches, they were most revealing in analyzing the Mayaguez incident. 

Bolman and Deal’s model of framing is used to define what frames represent, 
how they are derived, and their value in analysis. Secondly, frames can be used to better 
understand organizations and the decisions made by their leaders. Using the frames 
presented by Bolman and Deal, Mintzberg’s models of organizational structure are 
interlaced to develop the critical analyses, especially within the structural frame. 

B. FRAMES 

“As a mental map, a frame is a set of ideas or assumptions you carry in your head. 
It helps you understand and negotiate a particular territory. The territory isn’t necessarily 
defined by geography.”7 People develop frames to conduct everyday life. Some are built 
subconsciously while others involve a deliberate process. Framing is a way to sort 
through large volumes of information expeditiously, enabling a decision maker to discern 
important information from merely peripheral details. It is a way to sort and classify 
information into distinct categories, thereby resulting in a frame. Because it is often a 
personal perspective when sorting the information, the frame sometimes implies values 
for judging a situation. Different people who observe the same situation may actually 
frame it differently based on their personal perspectives and prior experiences. The 
message is, “what looks reasonable, or ridiculous, depends on the context— on how it is 

6 See Appendix D 

7 Bolman, Larry G. and Terrence E. Deal. Refraining Organizations: Artistry, Choice, and 
Leadership. 3rd Ed. San Francisco: Jossey-Bass, 2003, 12. 
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framed [by] what has preceded it and the language used to present it.”8 Regardless of the 
perspective, the goal of framing is to organize information. 

Bolman and Deal provide organizational frames of reference to assist in 
understanding organizations as open systems and make it easier to navigate among the 
complexity of the organization. To achieve this, they have categorized different 
disciplines into four frames: Structural, Human Resource, Political, and Symbolic.9 
Each of these frames emphasizes the perspective associated with a major discipline such 
as sociology, psychology, political science and anthropology. By categorizing the 
disciplines, multiple approaches to organizational theory can be packaged into frames 
that hold concepts more easily applied to organizations. In the case of the Mayaguez, 
frames would have provided multiple perspectives of the problem at hand for President 
Ford and his staff. 

A key part of the application process with the four frames is the understanding 
that each frame has specific strengths and weaknesses associated with it. Just like any 
common mechanical tool, understanding which tool is needed and appreciating the 
capabilities of that tool is necessary. For example, one can use a hammer to drive in a 
screw, but a screwdriver would probably produce much better results, especially in the 
long term. In addition, Bolman and Deal’s four frames are meant to be multiplicative in 
nature. “Effective managers need multiple tools, the skill to use each of them, and the 
wisdom to match frames to situations.”lo Balancing the tools should always be an 
objective for any manager dealing with a complex problem. President Ford’s limited 
international experience as a naval officer likely produced a different frame through 
which he viewed the Mayaguez incident than that of his Secretary of State, Henry 
Kissinger, a man whose entire background involved foreign policy. 


8 Pfeffer, Jeffrey. Managing with Power: Politics and Influence in Organizations. Boston, MA: 
Harvard Business School Press, 1992, 190. 

9 Bolman and Deal, 14-15. 

10 Ibid., 18. 
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C. STRUCTURAL FRAME 

With its roots in “sociology and management science, the structural frame 
emphasizes goals, specialized roles, and formal relationships.”n Military members are 
keenly aware of this frame because members are trained to understand their formal 
organizational chart and their chain of command. “The organizational structure 
determines where formal power and authority are located.” 12 Every individual is 
assigned a role and is required to understand their responsibilities and tasks. In addition 
every move a service member makes is governed by rules, regulations, policies and 
procedures. To this end, “the best structure is the one that helps the organizations 
achieve its strategy” and utilize its resources efficiently.!3 This belief takes into account 
six assumptions that Bolman and Deal identify as forming the structural frame 
foundation: 14 

• Organizations exist to achieve established goals and objectives. 

• Organizations increase efficiency and enhance performance through 
specializations and a clear division of labor. 

• Appropriate forms of coordination and control ensure that diverse efforts of 
individuals and units mesh. 

• Organizations work best when rationality prevails over personal preferences 
and extraneous pressures. 

• Structures must be designed to fit an organization’s circumstances (including 
its goals, technology, workforce, and environment). 

• Problems and performance gaps arise from structural deficiencies and can be 
remedied through analysis and restructuring. 

Scanning through this list, it is apparent that the focus is on the needs of the 
organization and not the individual worker. In the military, although leadership works to 
mitigate risks, there is often a requirement to put the needs of the mission and the state 
above the individual member. 

Bolman and Deal state that organizational structure is a blueprint for establishing 
formal roles and expectations; it defines internal and external interactions of the 

11 Bolman and Deal, 14. 

12 Galbraith, Jay R., Diane Downey and Amy Kates. Designing Dynamic Organizations: A Hands on 
Guide for Leaders at All Levels. New York: American Management Association, 2002, 3. 

13 Galbraith, Downey and Kates. 60. 

14 Bolman and Deal, 45. 
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organization and its members. In addition, this blueprint ean be designed in numerous 
ways and should consider such forces as the environment, job specialization, 
coordination mechanisms and control measures. The factors that influence organizational 
architecture are better explained by Henry Mintzberg’s extensive work in the area of 
structural configurations.!5 This work is based on Mintzberg’s Structure in Fives and is 
used as the basis of analysis within the structural frame. 

D. MINTZBERG’S STRUCTURE IN FIVES 

In Mintzberg’s Structure of Fives, there are five types of organizations: Simple 
Structure, Machine Bureaucracy, Professional Bureaucracy, Divisionalized Form, and 
Adhocracy. All organizations consist of five components: the Strategic Apex, Middle 
Line, Technostructure, Support Staff, and Operating Core. For each part to 
communicate, organizations use some or all of the five coordination mechanisms to 
synchronize the differentiated components within the organization: Direct Supervision, 
Standardization of Work Processes, Standardization of Skills, Standardization of Outputs, 
and Mutual Adjustment. Mintzberg’s five-sector diagram depicted below shows the 
major components of an organizational configuration and includes the Operating Core, 
Middle Line, Strategic Apex, Technostructure, and Support Staff.!6 


15 Mintzberg, Henry. “Organization Design: Fashion or Fit?” Harvard Business Review, January- 
February (1981): 1-16. 

16 Ibid., 3. 
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Mintzberg - Five Parts 



Figure 1. Mintzberg’s Structure in Fives 


These five parts describe organizational structures and how the organization may 
cope with its “environment, workforce, technology, and past structural commitments.”17 
It is necessary to define each of the five parts to understand how they fit into the 
organizational structure and how they interact with one another. How the components fit 
and interact can determine the type of structure, and the inverse is also true: the type of 
structure can determine how the components fit and interact. Table 1 shows the 
relationship between the type of organization, the dominant parts, and the dominate 
mechanisms according to Mintzberg in his “Organization: Fashion or Fit” article.18 


17 Bolman and Deal, 72. 

18 Mintzberg, Henry. “Organization Design: Fashion or Fit?”, 6 
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Table 1. Structure, Coordinating Mechanism, and Dominant Part 


Structure Type 

Primary Coordinating 
Mechanism 

Dominant Part 

Simple structure 

Direct supervision 

Strategic apex 

Machine bureaucracy 

Standardization of work 

Technostructure 

Professional bureaucracy 

Standardization of skills 

Operating core 

Divisionalized form 

Standardization of outputs 

Middle line 

Adhocracy 

Mutual adjustment 

Support staff 


First, the operating core consists of the main workforce, which consists of-those 
hired to perform the “basic work of the organization”.!9 In the Mayaguez incident, this 
would be the tactical elements tasked to execute the operation. Second, and above the 
operating core is the middle line, comprised of managers who supervise, control, and 
provide resources for the operators .20 For the operation, the middle line consisted of 
units such as the Commander in Chief of Pacific Fleet and his Air Force counterpart 
commanders, essentially the military leadership of the DoD. The highest level of the 
structure is the senior management or the strategic apex; they are focused on the 
environment, the mission, and shaping the grand design of the organization .21 In the 
Mayaguez operation, this consisted of the National Command Authority. The last two 
parts sit adjacent to the middle line and are the technostructure and support staff. For the 
Mayaguez incident, intelligence and logistical units filled these roles. The 
technostructure consists of specialists and professionals who standardize, measure, and 
inspect processes .22 Examples of the technostructure are accounting departments, quality 
control, and standardization functions. Finally, the support staff performs indirect 
services that facilitate the work getting accomplished by all others in the organization. 


19 Ibid., 3 

20 Bolman and Deal, 73. 

21 Mintzberg, “Organization Design; Fashion or Fit?”, 3. 

22 Ibid. 
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According to Mintzberg, the five types of organizations are dominated by a 
coordination mechanism. Martinez and Jarillo (1989) assessed research collected on 
coordination mechanisms used by multinational corporations. They define a coordination 
mechanism as, "any administrative tool for achieving integration among different units 
within an organization. "23 Mintzberg’s coordination mechanisms within the 
organizational structure are: direct supervision, standardization of work processes, 
standardization of skills, standardization of outputs, and mutual adjustment. 

Mintzberg describes the organizational environment in terms of stability and 
complexity. In a stable environment, change happens slowly. By contrast, an unstable or 
turbulent environment requires quick response from an organization to maintain its 
competitive edge. The environment of the organization can vary in complexity: the more 
complex, the more difficult it is for management to direct the organization leading to the 
need for decentralization.24 Complexity describes the task that must be accomplished to 
generate the organization’s product. (Producing a hamburger at McDonald’s is a 
relatively simple task, where as a highly trained surgeon must execute complex tasks to 
perform an effective surgery.) 

The way an organization communicates and operates relies on centralization or 
decentralization. Each method, particularly in decision making, affects the outcome of 
the structural design. Mintzberg describes vertical decentralization as "the extent to 
which decision making is delegated to managers down the middle line, while horizontal 
decentralization describes the extent to which non-managers . . . control decision 
processes."25 The degree of vertical, horizontal, or any combination of the two types of 
decentralization will affect the coordination mechanism by which the structure is 
dominated by. Mintzberg’s Fives is more easily understood by reviewing the following 
diagram: 


23 Martinez, J. Carlos, and Jon. C. Jarillo. “The evolution of research on coordinationmechanisms in 
multinational research.” Journal of International Business Studies, 1989: 489-514, 490. 

24 Mintzberg, '"Organizational Design: Fashion or Fit?”, 16. 

25 Ibid., 15. 
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Figure 2. Mintzberg’s Structure in Fives 


The first of the five configurations is the Simple Structure. This configuration has 
two levels that include the strategic apex and operating core. This is typical of a start-up 
or small entrepreneurial company (commonly called “mom-and-pop” company) and it 
uses direct supervision by the strategic apex as its coordination mechanism. Its main 
strength is its capability to maneuver quickly in an unstable environment since the size is 
relatively small. In contrast, a limitation of the simple structure is the neglect of long¬ 
term strategy if the strategic apex gets too involved in the company’s day-to-day 
activities. 

The second of the five configurations is the Machine Bureaucracy, which is 
dominated by the technostructure. It standardizes the work processes as its coordination 
mechanism. This works because of the simple nature of the tasks and the stable 
organizational environment. In many ways this is the classic organizational structure, 
most commonly represented by businesses based on standard operating procedures (such 
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as McDonald’s). These organizations have many levels of hierarehy topped by the 
strategic apex, whieh is eoneerned with long-term strategies, middle management 
working loeal level aetions, and the operating eore performing simple and repetitive tasks 
of produeing food for eustomers. This setup allows the business to gain effieieney from 
the bureaucratic structure and puts the teehnostructure at the forefront since they are 
charged with standardizing processes and inspecting their performance. Because the 
work at the operator level is simple and often mundane, motivation is sometimes 
problematic. 

The third of the five eonfigurations is the Professional Bureaucracy. This 
configuration has a large operating core and usually has few managerial levels between 
the strategic apex and the operating eore. University or law offiees are two examples of 
this configuration. The primary coordination mechanism is the standardization of skills 
sinee most of the operating eore is highly trained prior to entering the organization and 
eaeh individual within the organization feels a eertain amount of motivation to meet 
professional standards. These highly trained individuals exeeute eomplex tasks in a 
stable environment. This eonfiguration ereates some unique ehallenges. The operating 
core, because its individuals are highly specialized, can become isolated from the other 
parts of the organization. This eauses difficulty in assessing quality eontrol and also 
responding to a rapidly ehanging environment. “The result is a paradox: individual 
professionals may be at the forefront of their specialty, while the institutions as a whole 
changes at a glacial pace.”26 

The fourth of the five eonfigurations is the Divisionalized Form. This 
configuration is characterized by a eompany like General Motors or a multi-speeialty 
hospital with the middle line manager at the forefront of the organization. Because these 
organizations have diversified product lines, they can operate in moderately unstable 
environments and complete tasks that range from simple to complex. As a result, they 
use standardization of produets as the eoordination meehanism. It is readily evident that 
this eonfiguration ean be extremely diffieult to manage effeetively from the view of the 
strategie apex. The benefits to this eonfiguration are mueh like a mutual fund in that 
26 Bolman and Deal, 77. 
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diversity can reduce risk and the company can benefit from ample resources. Some 
problem areas include competition between divisions or with the corporate headquarters. 
In addition, headquarters may find it difficult to stay in touch with all divisions and 
therefore must trust its division leaders to ensure success. However, this is the favored, 
or established, structural form of the United States military. As in the Mayaguez 
incident, communication through multiple layers in the divisionalized form is no easy 
accomplishment. 

The fifth of the five configurations is Adhocracy. This “is a loose, flexible, self- 
renewing organic form tied together mostly through lateral means.”27 Examples include 
"think tanks" and advertising agencies that exist in turbulent environments requiring 
extreme flexibility. The support staff is the focal point of the organization and the 
primary coordination mechanism is mutual adjustment.28 Mutual adjustment is a type of 
freewheeling and allows highly creative people to interact under an umbrella of 
ambiguity. The end result would likely be positive exploration that yields benefits to the 
organization. These organizations can survive in unstable environments that require 
complex tasks to be executed. A problem can arise if external pressures push them to 
formali z e. If the environment requires them to be more formalized or standardized, the 
organization may not survive as it exists and may need to reconfigure which can cost the 
organization its workforce. 

Mintzberg’s Structure of Fives revealed structural problems as well as faulty 
coordination mechanisms between the parts of the organization involved in the Mayaguez 
incident. The predominant problem, however, was the strategic apex and its interaction 
with the remainder of the organization. This is further discussed in Chapter III. 

E. HUMAN RESOURCE FRAME 

This frame emphasizes the study of psychological perspective of work. It views 
an organization as a large, extended family.29 in contrast to the structural frame that 

27 Bolman and Deal, 77. 

28 Mintzberg, “Organizational Design: Fashion or Fit?”, 4. 

29 Bolman and Deal, 14. 
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focused on the organization as a rational system of roles, the human resource frame sees 
many individuals who possess needs, emotions, capabilities and limitations. As a result, 
organizations and managers need to understand people and work to create a symbiotic 
relationship between workers and their work place. This linkage is further defined by the 
human resource frames core as sumptions :30 

• Organizations exist to serve human needs rather than the reverse. 

• People and organizations need each other. Organizations need ideas, energy, and 
talent; people need careers, salaries, and opportunities. 

• When the fit between individual and system is poor, one or both suffer. 

Individuals are exploited or exploit the organizations—or both become victims. 

• A good fit benefits both. Individuals find meaningful and satisfying work, and 
organizations get the talent and energy they need to succeed. 

The human resource frame is useful for analyzing often non-quantifiable human factors 
that affect the organization. 

Three of the four core assumptions deal directly with establishing a true symbiotic 
relationship between the individual and the organization. Achieving this balance satisfies 
all parties and meets the needs of the individual while keeping the organization on track 
to succeed. A symbiotic balance such as this appears in nature between many animals 
and makes life better for each animal as a result. This is the goal of the human resource 
frame. However, a common problem is organizations are sometimes built with inherent 
conflict because an improper configuration exists from the start. This results in the needs 
of the individual not being met. Chris Argyris observed this conflict because the 
structure and method of management did not meet the needs of the individuals.31 In 
addition, Argyris believed many organizations treated individuals like children and did 
not realize people have basic self-actualization tendencies. This mismatch of people and 
the organization must be understood and properly identified by management to reduce 
possible conflict. 

To build and implement a strong human resource philosophy, Bolman and Deal 
provide some overall guidance and practices that should assist in achieving harmony 

30 Bolman and Deal, 115. 

31 Argyris, Chris. Integrating the Individual and the Organization, 32. 
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between individuals and the organization. The human resouree table below summarizes 
the prineiples that should be part of any successful human resource strategy:32 


Table 2. Human Resource Principles and Practices. 


Human Resource Principle 

Specific Practices 

Build and Implement a Human Resource 
Management Strategy 

Develop a Shared Philosophy for 

Managing People 

Build Systems/Practices to Implement 
Philosophy 

Hire the Right People 

Know What You Want and Be selective 

Keep Them 

Reward Well and Protect Jobs 

Promote from Within and Share the Wealth 

Invest in Them 

Invest in Learning 

Create Development Opportunities 

Empower Them 

Provide Information and Support 

Encourage Autonomy and Participation 
Redesign Work and Poster Self-Managing 
Teams 

Promote Egalitarianism 

Promote Diversity 

Be Explicit and Consistent about the 
Organization's Delivery Philosophy 

Hold Managers Accountable 


After reviewing the table, it is clear an organization must first commit to manage 
with human resources and nurture that relationship. A successful outcome would be 
reciprocation by the individuals to perform at their highest capability. In short, take care 
of the people's needs and they will take care of the organizational needs. In the 
Mayaguez incident, providing intelligence likely would have fostered confidence in the 
leadership dictating the operation. Because it was not provided or it was inaccurate if 
provided, this alienated the operators from the leadership. The operators no longer felt 
the keys to their success were supported at the executive level. Though the military is 
known for its fortitude and adaptability. President Ford’s decision to combine units that 
had never worked together in a mission none of the units had attempted was extremely 
risky. Though one might think this conveyed utmost confidence in the troops by the 


32 Bolman and Deal, 136. 
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executive level, it actually had the opposite effect as the troops felt they were operating in 
a vacuum, “left to fend for themselves.”33 

F. POLITICAL FRAME 

This frame, derived from political science, views an organization as a jungle or 
arena with a struggle for power and competition over scarce resources. The formation of 
coalitions is key and techniques such as bargaining, negotiation, coercion, and 
compromise are included in everyday activities. “Commitment. . . suggests that we can 
build alliances by getting others to do favors for us.”34 Favors typically lead to 
commitments which then lead to coalitions, as seen in government politics. This frame is 
typically represented by governmental structure. As issues arise, the sponsors of 
legislation work vigorously to build coalitions that support their position. During this 
process, individuals may try to leverage any power or influence they possess to develop 
support to attain resources to achieve their goals. This political process is said to be 
inevitable in any organization and managers need to understand how to use this frame to 
better understand their organization. 

Bolman and Deal list five propositions to summarize the complex web of 
interactions between individuals and group interest: 35 

• Organizations are coalitions of diverse individuals and interest groups. 

• There are enduring differences among coalition members in values, beliefs, 
information, interests, and perceptions of reality. 

• Most important decisions involve allocating scarce resources—who gets what. 

• Scarce resources and enduring differences make conflict central to organizational 
dynamics and underline power as the most important asset. 

• Goals and decisions emerge from bargaining, negotiation, and jockeying for 
position among competing stakeholders. 

The Department of Defense (DoD) exemplifies the above propositions. Each 
service component represents a coalition with special operations cutting across the 
services with its own coalition. Each coalition or group has unique interests such as 

33 Col. (Ret.) James Davis, Interview with authors, August 30, 2005. 

34 Pfeffer, Jeffrey. Managing with Power, 198. 

35 Bolman and Deal, 186. 
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purchasing land-based equipment versus modernizing airframes. As each group jockeys 
for position, they defend their need to receive funding or the scarce resources of the DoD. 
When one party perceives another party is preventing attainment of its goals, conflict 
arises. “Each party forms its own interpretation of the situation,” commonly referred to 
as conceptualization or framing.36 Persons who have served in the Pentagon can attest to 
the conflicts that develop as resources are allocated to each group. On occasion, the joint 
process of acquisition or a political civilian leader may affect the decision process via 
negotiations, prioritization or are trumped by civilian use of power. 

A key influence in the political frame is power. Each organization has a unique 
power distribution or lack thereof in some cases. According to Dr. Jeffrey Pfeffer, power 
is “the potential ability to influence behavior, to change the course of events, to overcome 
resistance, and to get people to do things they would not otherwise do."37 Power in an 
organization is the ability to get things accomplished. This power can be derived from a 
coalition or an authority figure in the organization. Bolman and Deal list eight sources of 
power that have been derived by multiple sources: Position Power (authority). 
Information and Expertise, Control of Rewards, Coercive Power, Alliances and 
Networks, Access and Control of Agendas, Eraming, and Personal Power.38 Those who 
formally do not possess power in the organization or who exist at lower levels can use 
many of these power sources to overcome their position of disadvantage. Even when in a 
formal position of authority, one may find they do not possess the necessary power or 
influence to accomplish the job. John Kotter, a noted leadership expert, calls this a 
"power gap" and suggests that using the above list of power sources to close this gap as a 

manager. 39 

Power often can often be a source of conflict within an organization. Many 
people fear conflict or feel it is a negative, but this is not entirely true. Elorence Heffron 

36 Heffron, Florence A. Organization Theory and Public Organizations: The Political Connection. 

NJ: Apprentice Hall, 1989, 184. 

37 Pfeffer, Jeffrey. Managing with Power: Politics and Influence in Organizations. Boston, MA: 
Harvard Business School Press, 1992, 30. 

38 Ibid., 195-6. 

39 Kotter, John P. Power and Influence: Beyond Formal Authority. New York: Free Press, 1985, 

117. 
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states, "Conflict has benefits as well as costs. . . . Conflict challenges the status quo and 
stimulates interest and curiosity. It is the root of personal and social change, creativity, 
and innovation. "40 The real challenge in organizations is to properly manage this 
conflict. Poorly managed conflict brings negative outcomes to the organization instead 
of stimulating innovation and growth. Bolman and Deal identify key boundaries or 
interfaces, such as departments or levels in organizations as the most likely source of 
conflict. Congress and the NSC are naturally at odds (and thus, create a boundary) when 
it comes to military operations. Congress wants to be informed of every detail while the 
NSC requires the operational details be closely guarded. 

Managers who seek to understand the political frame must be able to identify 
these areas of conflict and create the right environment allowing a positive outcome. 
Furthermore, their position alone will more than likely fail to provide the overarching 
power they expect. Instead, managers have to draw from the power sources listed by 
Bolman and Deal if they are to get the job done or effect the change they desire. 
President Ford, eager to prove himself worthy of the presidential position, likely was 
heavily influenced by the political frame. Combined with the symbolic frame, powerful 
influences affected his decisions during the Mayaguez incident. 

G. SYMBOLIC FRAME 

The symbolic frame draws on social and cultural anthropology and views 
organizations as tribes or theaters.4i The symbolic frame minimizes rationality and 
explains organizations in terms of cultures that are ripe in "rituals, ceremonies, stories, 
heroes, and myths than by rules, policies, and managerial authority. "42 Organizations 
may also be viewed as theaters where actors play specific roles in an organizational 
drama. "Problems arise when actors blow their parts, when symbols lose their meaning, 
or when ceremonies and rituals lose their potency." Furthermore, the use of symbols, 
myths, and magic may be used to rebuild lost spirit in the organization. A leader can 
influence an organization merely through his actions as he is a symbol of how to act, how 

40 Heffron, Florence A. Organization Theory and Public Organizations, 185. 

41 Bolman and Deal, p 15. 

42 Ibid., 15. 
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to dress, or how to lead. Symbolism works because they “appeal less to reason and more 
to [emotion].”43 The objective of the symbolic frame is to understand how symbols in 
organizations become so powerful. 

As mentioned in previous sections, frames are used to better package 
multidiscipline approaches to provide better understanding to a manager. The symbolic 
frame pulls from many resources and provides the following core assumptions:44 

• What is most important is not what happens but what it means. 

• Activity and meaning are loosely coupled; events have multiple meanings because 
people interpret experience differently. 

• In the face of widespread uncertainty and ambiguity, people create symbols to 
resolve confusion, increase predictability, find direction, and anchor hope and 
faith. 

• Many events and processes are more important for what is expressed than what is 
produced. They form a cultural tapestry of secular myths, heroes and heroines, 
rituals, ceremonies, and stories that help people find purpose and passion in their 
personal and work lives. 

• Culture is the glue that holds an organization together and unites people around 
shared values and beliefs. 

In the symbolic frame, perhaps the most significant assumption is that of culture 
and the effect it has on the organization. For this reason, culture is often synonymous 
with symbolic when using the frames approach to organizational theory. It is also 
representative of a more contemporary approach to organizational theory than that of 
traditional topics such as rational actors and objectivity. The importance of culture to an 
organization is profound. Culture can dictate every aspect of an organization to include 
its actions and outputs and the culture of the organization can also alter the individual’s 
actions. “Culture both a product and a process.”45 “Symbols are powerful indicators of 
organizational dynamics” and “acquire meaning in the organization through recurring 
experiences.”46 Managers who understand the impact of culture and symbols on an 
organization can better apply their leadership and operate the organization effectively. 

43Kotter, John P. Power and Influence, 91. 

44 Ibid., 242. 

45 Bolman and Deal, 243. 

46 Wilderom, Celeste P.M., Mark Peterson, and Neal Ashkanasy, eds. Handbook of Organizational 
Culture and Climate. Thousand Oaks, CA; Sage Publications, Inc., 2000, 73. 
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Symbols can simplify, clarify, and bring together an organization under even the 
most confusing of circumstance or environment.47 “Symbolism not only affects how 
people perceive events, but it also influences actions.”48 For instance, the feeling the 
American flag imposes on a person ranges from freedom to simple patriotism, but most 
notably, it unifies them under a single movement acting in concert tied to emotion. 
(McDonald’s golden arches unify all individual franchises under the umbrella of a single 
organization whether domestically or internationally located.) Symbols can range from 
myths, ceremonies, superheroes, to simple graphics such as Superman’s “S”. The use of 
symbols is so powerful that often in problem organizations, simply introducing an 
effective symbol for individuals to relate to can unify previously deeply divided 
components. The symbolic frame “offers powerful insight into fundamental issues of 
meaning and belief and possibilities for bonding people into a cohesive group with a 
shared mission.”49 President Ford did not perceive the strong influence upon him of the 
symbology of America as a weak superpower. Though he was aware he needed to 
improve America’s image both domestically and internationally, he did not understand 
how this frame likely narrowed his perception of events, thereby making his decisions 
faulty. 

Frames provide the leadership with a means to gather, process, and sort 
information critical to the organization’s success. In the Mayaguez incident. President 
Ford’s frames of reference dramatically affected and hastened the process of decision 
making. He felt political pressure because of the way he came into the presidency. He 
subverted the human resource frame by assuming the military could overcome shortages 
and inexperience. He felt pressured by the symbology of America as a weakened 
superpower. If the president had understood the effects framing and structure can have 
on decision making, it might have enabled him to include more information or allow 
more time to process the decision of an air assault campaign with an ill-equipped 
organization. 

47 Bolman and Deal, 269. 

48 Jones, Michael O. Studying Organizational Symbolism: What, How, Why? Thousand Oaks, CA; 
Sage Publications, 1996, 4. 

49 Bolman and Deal, 332. 
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III. MINTZBERG’S STRUCTURE IN EIVES 


Examining the Mayaguez Incident through the structural frame using Henry 
Mintzberg’s theory of structural configuration provides one of many approaches to 
understanding the event. Mintzberg’s theory, as described in Chapter II, describes how 
an organization fits within the context of the organization’s environment and the 
organization’s tasks. Success occurs when the organizational structure, decision 
authority, and coordination mechanisms match the environment and tasks. 

In this document, the focus is on the strategic apex and how the chief decision 
maker’s actions affected the structure and coordinating mechanisms of the organization. 
These changes in structure and coordinating mechanisms had a vital impact on the 
outcome of the military’s mission. 

A. DIVISIONALIZED FORM 

The executive level of the United States government and the DoD most closely 
resembles Mintzberg’s divisional form. In this structure, a single strategic apex controls 
multiple middle lines, each with their own specialized task. The president and close 
advisors (Cabinet members, Whitehouse staff) form the strategic apex and DoD makes up 
one of the substructures within divisionalized form. The Department of Defense, led by 
the Secretary of Defense and member of the NSC, has its own multiple divisions whose 
middle line managers include Geographic Combatant Commanders (GCC) and service 
chiefs. As discussed in Chapter II, the middle line directs the dominant mode of 
coordination, which is standardization of outputs. 

The requirement for standardization of outputs is for the strategic apex to 
uniformly compare outputs of multiple organizations within the divisionalized structure. 
Standardization of outputs in a business context can be accomplished by comparing the 
net worth of separate divisions within the organization.50 For the military, the output to 
be standardized is the ability for the division to utilize its resources to achieve its mission 
objective with acceptable losses. 

50 Mintzberg, “Organization Design Fashion or Fit?", 10. 
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Each separate middle line manager is responsible for the personnel below him and 
is responsible for the outputs of his or her division (see Figure 3). Suceess of the 
organization relies somewhat on the autonomy of the division heads .51 Prior to exeeution 
of hostilities in the Mayaguez incident, the middle line eonsisted of CINCPAC 
(Commander-in-Chief, Paeifie Command), PACFLEET (Pacifie Command Fleet), and 
PACAF (Commander, Pacifie Command Air Force)52. Eater, due to the actions of the 
president, the middle line was replaeed by members of the strategie apex, rendering the 
established middle line ineffective. 



Figure 3. Mintzberg’s Divisionalized Form 


The strategic apex, with the president at the top, began in the traditional form as 
the NSC. The output sought by the strategie apex was an effective armed assault to 
reeover the SS Mayaguez and her crew. The organization’s ability to conduct the 
operation was severely hampered, however, when the president overstepped his 
boundaries within the strategie apex. It is unknown whether this was a conseious or 
subconseious maneuver, but nonetheless it is an obvious aetion as evidenced in the NSC 


51 Mintzberg, “Organization Design Fashion or Fit?”, 9. 

52 See Appendix G, CINCPAC Command Relationships. 
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minutes following the incident.53 Again, the thesis focuses on examining the actions of 
the strategic apex throughout the ordeal, where the greatest insight into the failures of the 
operation is revealed. 

The divisionalized structure works especially well for the armed forces. Each 
military specialty can organize, train and equip under a single chain of command. Air 
combat, ground combat and sea combat forces specialize to become effective in their 
individual arenas. The military can somewhat control the training situation or at least 
choose favorable timing for their training, creating a somewhat stable environment. The 
military in a training environment also can define the task or problem and attempt to keep 
the task from becoming too complex. When the environment is complex, training allows 
for timelines to be adjusted to allow for development of effective coordinating 
mechanisms. The result is a structure that passes directives from senior leaders to the 
middle line managers who implement them within their division to achieve a certain 
capability or output. 

The Divisional Form can hold different types of structures from division to 
division within the overall organization. This design allows flexibility within the 
organization yet retains rigidity amongst the individual parts. For example, the Army, 
Navy, Air Force, and Marines all have flexibility in how they conduct operations but they 
are unyielding in how they use the chain of command. Some divisions, such as logistics 
units, are highly specialized and highly formali z ed much like a machine bureaucracy. 
Other divisions, such as task forces, are highly specialized and highly trained with little 
formalization. They are much like a professional bureaucracy, where the operators are 
given a goal and expected to provide a solution based on their training.54 Hence, DoD 
operates as a divisionalized form consisting of a mixture of structures. 

During wartime, DoD’s typically conventional approach involves application of 
vast resources over a specified amount of time prior to an engagement. The 
divisionalized structure remains intact, allowing its leadership to rely on an established 
command and communication lines previously utilized and practiced in training. 

53 See all appendices of the National Security Council Minutes, May 12-15, 1975. 

54 Mintzberg, “Organization Design Fashion or Fit?", 6. 
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B. STRUCTURAL FORM DURING THE MA YAGUEZ INCIDENT 


In peacetime, the military practices its job under coordination mechanisms that 
are structured to accomplish both complex and simple tasks in a relatively stable 
environment. During wartime or contingency operations, however, forces are normally 
detached from their organizing, training and equipping chains of command and realigned 
under a GCC. The intent of rearranging the command lines is to match the operating 
core of combat forces to a middle line whose focus is on applying combat power. The 
new chain of command additionally includes a large number of mission planners, 
intelligence specialists and personnel familiar with the area of operations. These 
specialists make up the support staff that is in place to aid the assigned combat force. 
The GCC is built to provide regional expertise and situational awareness. 

Organizations use horizontal coordinating mechanisms to address complexity and 
instability. The operating core is empowered to “fuse experts drawn from different 
specialties into smoothly functioning, creative teams.”55 Organizations also use mutual 
adjustment through support staffs to deal with a complex task in an unstable environment. 
For the Mayaguez incident, the GCC that should have facilitated horizontal coordination 
and mutual adjustment was Commander-in-Chief, Pacific Command (CINCPAC). 
Unfortunately, CINCPAC did not fulfill this role because the president and his staff 
bypassed the middle line and directly supervised portions of the mission. This affected 
all operations, to include communications between the units. The units directly involved 
in the action needed to coordinate their movements, resupply, fire support, close air 
support and extraction but were not able to speak to each other due to the fact that each of 
the separate functions did not know what radio frequency the other units were using.56 
While this is not the fault of the executive level, it is resultant of the fact that the middle 
line was bypassed, so standard methods for coordinating communication were never 
executed. Mutual adjustment and horizontal coordination mechanisms are difficult to 
build during an operation if the support structure is disengaged. 


55 Mintzberg, ‘"Organization Design Fashion or Fit?", 10. 

56 Dan Hoffman, e-mail message to authors, August 30, 2005. 
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Figure 4. Mintzberg’s Divisionalized Form During the Mayaguez Incident (ideal) 

In some organizations, the way things are supposed to happen and the way they 
are executed are often not similar. Influences from other factors such as leadership, 
politics and external pressures can sway the organization away from its formally designed 
structure. During the Mayaguez incident. President Ford consolidated power at the 
strategic apex. Mintzberg notes that consolidation of power at the strategic apex is 
normal during periods of hostility.57 But while consolidation is normal, this 
strengthening of power had far-reaching effects, changing the structure of the 
organization and mission execution. 

The strategic apex in the United States military chain of command normally 
includes the president, vice president, director of the CIA, and secretaries of state and 
defense; however, based on the declassified NSC meeting minutes. President Ford 
specified his role as the sole decision maker.58 This relegated the vice president, 
secretary of state, and director of the CIA to administrative functions, in effect placing 
them squarely in the middle line. The National Military Command Center (NMCC) 
shifted to the technostructure and became the conduit through which planning and 

57 Mintzberg, “Organization Design Fashion or Fit?”, 5. 

58 National Security Council Memorandum for the Record. Wednesday, May 14, 1975, 6:40pm- 
8:00pm. Gerald Ford Library. 
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standards for mission execution bypassed the organization. The SECDEF and CJCS also 
became part of the middle line, which already included the Eocal Command. In the 
beginning, the Eocal Command had direct control over the operating core—the units 
tasked with mission execution, USS Coral Sea, USS Holt, Boarding Party, Koh Tang 
Marine Assault Force, 4E' Rescue and Recovery Wing, the tactical fighters, and 56* 
Special Operations Wing. As time progressed, the strategic apex centralized his power 
causing the middle line to grow and become ineffective. The original middle line— 
PACOM and its support staff— were demoted to an administrative staff role as well. 



Figure 5. Mintzberg’s Divisionalized Form During the Mayaguez Incident (in 

practice) 


By forcing the middle line to take administrative staff roles, the president 
alienated those who were normally authorized to take action. This broke down the ability 
for the units involved to secure resources from their normal middle line support 
structures. With the president controlling the participants directly from the Whitehouse, 
the middle managers could not engage their support staffs to assist the assault force 
operating core. 

The CINCPAC support staff was needed in the Mayaguez Operation to deal with 
the situational and organizational complexity. The Marine assault force needed a way to 
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order resources and coordinate with the other units involved in the operation to include 
the helicopter squadron from the Air Force and the air support from both the Navy and 
the Air Force. When multiple requests for intelligence photos were denied or made 
unavailable essentially because the middle line had been bypassed, Col. (Ret.) James 
Davis, a Marine company commander who took his troops to Koh Tang Island, 
personally flew in a light observation aircraft with a handheld camera to get intelligence 
photos of the island before the attack. Because of altitude constraints, however, his 
photographs were of limited use. As he and his troops were preparing for takeoff aboard 
the running helicopters, he was finally handed the reconnaissance photographs he had 
requested much earlier. The photographs showed there were anti-aircraft weapons and 
large troop concentrations on the island that the assault force was totally unaware of until 
that point.59 This greatly increased the risk and complexity of the mission. 

Simple structures and vertical mechanisms of control work sufficiently well when 
there are simple tasks in an unstable environment, but complex tasks in an unstable 
environment often fail under the uncomplicated configuration. As in the Law of 
Requisite Variety, “the greater the variety within a system, the greater its ability to reduce 
variety in its environment through regulation.”60 In consolidating power. President Ford 
shifted the organization to look more like a simple rather than complex structure, similar 
to an autocracy.61 A single decision maker, wielding the power to change and direct the 
workforce can have immediate impact on outputs. In the case of the Mayaguez, the 
output should have been an effective military operation to recover the ship and crew. 
However, the impact of President Ford’s consolidation of power reduced the 
effectiveness to the point of output failure. The support staffs were essentially cut out of 
the designed structure. Figure 6 below shows Mintzberg’s simple structure or autocracy. 


59 Col. (Ret.) James Davis, Interview with authors, August 30, 2005. 

60 Principia Cybernetica Web. http://pespmcl.vub.ac.be/ASC/LAW VARIE.html 


61 Mintzberg, Henry. Power In and Around Organizations. Prentice-HalbEnglewood Cliffs, NJ, 
1983. 
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Strategic 

Apex 



Operating Care 


Figure 6. Mintzberg’s Simple Strueture or Autoeraey 

The weakness with a simple strueture or autoeraey is . . that when the CEO 
becomes ... so wedded to his strategy that he cannot perceive the need to change it, the 
very survival of the organization becomes threatened.”62 In a complex environment a 
single leader cannot filter and process such massive amounts of information. Cultural 
factors for the Khmer Rouge, diplomatic factors, military capabilities and processes all 
flooding in within a short time period could not be accurately sorted by a single person. 
This was further amplified because that same person was preoccupied with relaying 
direct, tactical decisions to the operating core. In one case. President Ford spoke by radio 
directly with a fighter pilot flying over the waters near Cambodia.63 This shows the 
incredible level that direct supervision was being used. 

Direct supervision—the coordinating mechanisms during the final stages of the 
operation—was without any connectivity to the established organization. This was 
evident in every survivor interview; each stated they did not speak to one another but 
relied on the fact that things just happened and each component would do its job. 
Fortunately, the nature of the military is to be flexible and adaptive. In the case of the 
Mayaguez, it was the operating core that functioned as a well-trained team—mutually 
adjusting and deploying their skills in spite of the remainder of the organization. Of 
course, it functioned as a matter of survival rather than a matter of effective 
organizational structure. 


62 Mintzberg, Henry. Power In and Around Organizations, 358. 

63 Seized at Sea: Situation Critical: The Story of the Mayaguez Crisis. DVD. Produced, directed, and 
written by Brian Kelly. Alexandria, VA: Henninger Productions, 2000. 
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President Ford should have forwarded his objectives through the NSC to the 
middle line, which in turn, should have been conveyed to the operating core. (Need 
quote here about the importance of transmitting the organization’s goal to the lowest 
levels.) Furthermore, the middle line should have been afforded the authority to act 
autonomously to achieve the organizational goal. In a divisionalized form, the “key 
assumption is that if the division managers are to be responsible for the performance of 
their divisions, they must have considerable autonomy to manage them as they see fit. 
Hence there is extensive delegation of authority from headquarters to the level of division 

manager.”64 

The essential organizational structures were in place at the onset of the Mayaguez 
incident but the president consolidated power in his own position at the strategic apex, 
thereby pushing down the Secretary of Defense to the middle line and relegating the true 
middle line to more of an administrative function. The simple structure he created did 
not fit in the complex environment. The operating core was left without an effective 
support staff and paid the price in casualties. President Ford’s consolidation of power at 
the strategic apex may have been a response to perceived hostility but was likely also 
precipitated by other factors discussed in the frames chapter. 


64 Mintzberg, Henry, and Quinn, James B. The Strategy Process: Cases, Concepts, Cases. 2nded. 
Englewood Cliffs, NJ; Prentice Hall, 1991, 706. 
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IV. FRAMES 


The difficult task when analyzing organizations and the actions of their leaders is 
choosing the correct frame(s) in which to view the occurrence or situation. In order to 
achieve the desired results of the organizational process, a suitable level of understanding 
is required when selecting the frame(s) through which to view an event. Bolman and 
Deal offer four interpretations (Structural, Human Resource, Political and Symbolic) of 
the frames analysis to facilitate selection of relevant frames. As previously discussed, 
frames are lenses through which observation is conducted in order to gain perspective 
and/or understanding of actions and responses. 

In this chapter, analysis of the Mayaguez incident is concentrated at the executive 
level to help understand the democratic decision-making process at the strategic apex. 
Using the frames analysis will foster a larger perspective of a specific event in an 
extremely difficult and complex environment. Inappropriately framing an event or 
situation places the decision maker in a precarious situation with a low degree of fidelity. 
Additionally, trying to comprehend the exigency of the situation and choosing the correct 
frame can be extremely difficult. 

Trying to match the correct frame to a particular situation can be demanding and 
can require an intricate understanding of the process. “For a given time and situation, 
one perspective may be more helpful than others. At a strategic crossroads, a rational 
process focused on gathering and analyzing information may be more helpful.”65 
Selecting the perspective—or frame—is the art of framing and reframing situations to 
understand the meaning. To alleviate the confusion amongst the frames and cope with 
the uncertainty of deciding between them, Bolman and Deal developed a model for 
choosing the correct frame at the correct point in time. Table 3 poses questions to 
facilitate analysis and suggests the conditions under which a particular frame is likely to 
be most effective. In the case of the Mayaguez incident, framing and reframing the event 
using the table helps reduce ambiguity and bring together the analysis. The focal point of 


65 Bolman and Deal, 309 
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the frames analysis is the NSC and their individual commitment to the crisis, the 
technical quality of the decisions, degree of understanding, and the resources available 
for the operation. 


Table 3. Choosing a Frame 


YES NO 


Is individual commitment 
and motivation essential to 
success? 

Human Resource 

Symbolic 

Structural 

Political 


Structural 

Human Resource 

Is the technical quality of 
the decision important? 


Political 


Symbolic 

Is there a high level of 

Political 

Structural 

ambiguity and uncertainty? 

Symbolic 

Human Resource 

Are conflict and scarce 

Political 

Structural 

resources significant? 

Symbolic 

Human Resource 

Are you working from the 

Political 

Structural 

bottom up? 

Symbolic 

Human Resource 


Several lines of recent research find that effective leaders and effective 
organizations rely on multiple frames. “[Leaders] can use frames as scenarios ... to 
generate alternative approaches to challenging circumstances.”66 Using a frame, one can 
focus on a moment in time, a scene, or a set of ideas. Framing and reframing are a set of 
skills employed to one degree or another by the leader. 

The essential tool of any manager is the ability to frame, particularly in a large, 
diversified or divisionalized structure. Using frames, a leader can make sense of a 
situation, subject, or object as well as judge its character and relative significance. In 
applying frames, a leader applies a particular meaning to the topic at hand. We define 
meaning when we ascertain that our interpretation is as valid as any other possible 


66 Bolman and Deal, 333. 
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interpretation.67 Even when frames are applied (eonseiously or subeonseiously), people 
are inelined to use one frame over another to interpret a situation sometimes failing to 
make aeeurate or eomplete assessment of a situation. Knowledge of the frames approaeh 
should alert the leader to the importanee of applying all possible frames in order to 
leverage the best possible solution. 

For example, in a seenario in which employee morale is poor, the human relations 
frame might have more significance than the structural frame. “Rather than reorganize 
and restructure to improve production or conditions, it is likely more important to 
discover what is truly affecting the employees and include them in the process”.68 In the 
case of the Mayaguez, the structural frame was, at best, faulty. Although the brave men 
of the Mayaguez incident pulled the mission together with guts and determination, the 
organizational structure was highly suspicious from its inception. It was critical that the 
president use multiple frames of reference to view the situation through different 
perspectives. Using this approach, he would have likely made decisions based on more 
robust and properly contextualized information and then subsequently, develop an 
organization that could accomplish the mission. 

A. THE STRUCTURAL FRAME 

As discussed in Chapter III, the organization became powerless as President Ford 
assumed the entire function of the NSC. By reserving sole decision-making authority, he 
removed a capable organization with a high degree of experience and hindered their 
ability to participate in the process. It is important to note that by assuming all decision¬ 
making capability. President Ford changed the structure of the organization, remaining 
alone atop the strategic apex. The president, feeling pressure from his environment, 
perceived an urgent need to move quickly to rescue the Mayaguez and her crew. He 
consolidated authority at the presidential level bypassing the middle line and senior staff, 
which limited the organization’s ability to plan and organize effectively. 

67Fairhurst, Gail T., and Robert A. Sarr. The Art of Framing: Managing the Language of Leadership. 
San Francisco: Jossey-Bass, 1996, 22. 

68 National Defense University. Strategic Leadership and Decision Making. 
http://www.au.af.mil/au/aw . Accessed April 1, 2006. 
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The major challenge for the president was to lead a large, complex set of activities 
and set goals under conditions of uncertainty.69 While addressing the NSC, President 
Ford avouched, “as Commander-in-Chief, I have the right to use military force . . . and 
regardless of the 1973 law,70 I have the authority to take action.”7i President Ford’s 
perceived need to act decisively and quickly further exacerbated the complexity of the 
task and the instability of the environment in which the NSC was operating. Viewed 
through the structural frame. President Ford subconsciously changed the architecture of 
the organization and acting as the sole strategic apex member, he came to believe he was 
entitled to full and singular decision-making authority. 

B. THE HUMAN RESOURCE FRAME 

“The human resource frame emphasizes an understanding of people, their 
strengths and weaknesses, reasons and emotions, desires and fears.”72 According to 
Kotter, a challenge of leadership is to “motivate, coordinate, and control a large group of 
subordinates.”73 Additionally, the human resource frame purports an existing strong 
linkage between the needs of the employee, the alignment of individual and 
organizational needs, interpersonal and group dynamics, and management approaches. A 
poor fit between the organization and its employees leads to ineffective performance.74 
In the case of the Mayaguez, the principles of the human resource frame were non¬ 
existent. Organizations exist to serve human needs.75 

In an effort to bring the president’s staff and organization in synchronization. 
Ford provided his vision of short and long-term goals and direction to rally his 
National Security Council (NSC). President Ford specified three objectives in the 

69 Kotter, John P. The General Managers. New York: Free Press, 1982, 20. 

70 President Ford is referring to the War Powers Act of 1973 that states the President shall consult 
with Congress before introducing Armed Forces into hostilities. 

71 National Security Council Memorandum for the Record. Wednesday, May 14, 1975, 6:40pm- 
8:00pm. Gerald Ford Library 

72 Bolman and Deal, 18. 

73 Kotter, The General Managers, 21. 

74 Bolman and Deal, 115. 

75 Ibid., 115. 
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Mayaguez crisis: “first, to recover the ship and crew; second to avoid the possibility 
of hostage negotiations; and third, to mount a demonstrative use of U.S. force to 
bolters America’s international credibility.”76 The plan was to overwhelm a weaker 
enemy with superior force and rescue the hostages with lightning-fast precision. 
However, there were two human resource problems working against the president 
during the Mayaguez. 

The first problem was the National Security Council and their devolving 
capability to influence the operation. The members of the NSC were operating under an 
extremely compressed timeline, and the president wanted quick results. Although 
President Ford hired competent and qualified people to serve on his staff, he failed to 
empower them and encourage autonomy to solve the Mayaguez crisis. If the staff had 
been empowered, they may have developed a more complete strategy with a shared 
philosophy, overcoming the narrow focus of the president. Additionally, including more 
personnel in the process might have produced alternative options not yet considered by 
President Ford. As seen in the NSC minutes in Appendix E, the president often stifled 
other suggestions made by members of the NSC to fulfill his interest in attacking the 
Cambodian mainland. When a president decides to exert his powers as Commander-in- 
Chief, he naturally interferes with standard operating procedures.77 

The second failure within the human resource frame was President Ford’s 
inability to manage the organizational conditions so that the people involved with the 
crisis could achieve their own goals and facilitate resolution of the incident.78 “[Their] 
talent will be wasted if the structure, processes, and metrics dissipate their energy and 


76 Guilmartin, John F., Jr. A Very Short War: The Mayaguez and the Battle ofKoh Tang. College 
Station: Texas A&M University Press, 1995, 38. 

77 Quinn, Kenneth. Mayaguez Paper. Kenneth Quinn to General Scowcroft. 25 Aug 75. “Mayaguez 
Performance Evaluation - Memoranda 6/75-10/75,” Box 8. National Secruity Adviser Staff Assistant John 
K. Matheny Files. Gerald R. Ford Fibrary. 

78 Bolman and Deal, 119. 
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create barriers to their collective effectiveness.”'^9 Centralizing all decision-making 
capability around him, President Ford essentially made managing the armed forces 
executing the rescue impossible. 

By consolidating control, the president failed to allow the organization to function 
properly and achieve the correct mix of personnel for the job. Instead, he forced the hand 
of his middle line causing a violation of what Bolman and Deal call the Human Resource 
Principle, “hire the right people, be selective, and encourage autonomy and 
participation.”80 The soldiers chosen for the operation were those who were immediately 
available, not specifically trained or organized for the task at hand. The Marines were 
only six months out of boot camp and did not see any action in Vietnam; however, the 
Air Force enlisted flight crews were highly experienced (Telephone interview with 
Marine Ground Commander Colonel (Ret.) Jim Davis, August 29, 2005). The Air Force 
helicopters were comprised of few special operations helicopters but predominately a 
rescue unit that had never accomplished or even practiced an air assault prior to the 
Mayaguez crisis. In fact, because the raid on Son Tay still was classified at the time of 
the incident, no unit in the Air Force had officially planned or accomplished an air assault 
mission. 81 


C. THE POLITICAL FRAME 

“The political frame [references] organizations as competitive arenas 
characterized by scarce resources, competing interests, and struggles for power and 
advantage.”82 It is within this frame that decision making becomes an opportunity to 
gain or exercise power, to resolve conflict, and realign power if necessary. Because 
power, coalition, and conflict make up the core of the political frame, negative images 
usually come to mind when addressing politics. However, viewed through this frame, 
politics is simply the realistic process of making decisions and allocating resources in a 

79 Galbraith, Jay R., Diane Downey and Amy Kates. Designing Dynamic Organizations: A Hands on 
Guide for Leaders at All Levels. New York: American Management Association, 2002, 227. 

80 Bolman and Deal, 136. 

81 Robert Blough. Interview with authors. August 29, 2005. 

82 Bolman and Deal, 18. 
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context of scarcity and divergent interest. The ehallenge for President Ford during the 
Mayaguez operation was the scareity of resourees (limited number of trained military 
personnel and funding), diverging interests (seleeting a diplomatie or military option) and 
proving himself as a worthy world leader. 

President Gerald Ford assumed the Presideney in August of 1974 under 
extraordinary eireumstanees. He was the first viee president ehosen under the terms of 
the 25* Amendment having been nominated by then President Riehard Nixon to replaee 
the resigned Viee President Spiro Agnew. When President Nixon resigned, it opened the 
door for Viee President Ford to assume the presidency. Not popularly elected to the 
office, it is possible President Ford felt a need to legitimize his actions and power. The 
Mayaguez incident was an excellent opportunity to restore the faee of Ameriea after the 
Vietnam War via the hand of President Ford. However, the Mayaguez incident presented 
the president with an immediate ehallenge to his power base: Cambodia. 

The Khmer Rouge regime aehieved infamy by massaering millions through 
exeeution, starvation and forced labor. It was one of the most violent governments of the 
20th century often compared to Adolf Hitler, Joseph Stalin, and Mao Zedong. For this 
reason, the United States refused to legitimize the government of Cambodia and, 
therefore, was reluetant to address them via diplomatie ehannels. President Ford strongly 
opposed direet eontaet with Cambodia to avoid giving credenee to a brutal, eommunist 
government. Beeause he would not send a request for release of the Mayaguez and her 
erew direetly to the Cambodian government. President Ford needed to build an 
international eoalition to address the problem. China was available as a mediator for the 
incident, but the United States’ treatment of Vietnamese eitizens during the war 
dissuaded the Chinese from forging ties with the U.S. government. The U.S. issued a 
formal request to Cambodia through the Chinese demanding the release of the hostages; 
however, the Chinese Embassy refused to aeeept the message. After the incident—the 
U.S. discovered that the Chinese only verbally eonveyed the message to Cambodia, but to 
what extent and reeeption is unknown.83 

83 National Security Council Memorandum for the Record. Wednesday, May 14, 1975, 6:40pm- 
8;00pm. Gerald Ford Library. 
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Another critical link in the international coalition was Thailand. The government 
of Thailand had made it known that if the United States intended to invade or conduct 
hostile acts against Cambodia over the Mayaguez, it would formally request removal of 
all American military troops. In the NSC minutes, President Ford acknowledged the Thai 
government would likely be upset at any U.S. military action against Cambodia, but that 
the Thais would be “reassured.”84 Failing to believe that the Thai government would 
follow through with its threat to demand the removal of American troops. President Ford 
again failed to forge a much-needed link in the international coalition. Using the 
international arena within the context of the political frame. President Ford could have 
realigned power from military to diplomatic channels, thereby relieving diverging 
interests and provide for safe return of the Mayaguez and crew. 

Another critical aspect of the political frame is conflict. Because time was 
severely compressed and possibly because of President Ford’s perceived need of proven 
legitimacy, conflict was relatively non-existent. Normally, conflict between the political 
bodies of the Department of Defense and the Department of State would be readily 
evident when the NSC considers military action. However, because President Ford had 
filled his staff with key supporters and because time was severely limited (by the 
president), the opportunity for conflict was initially reduced. One would think less 
conflict is healthy but according to Heffron, conflict is a necessary function within an 
organization. It “encourages new ideas and approaches to problems, stimulating 
innovation.”85 At one point during the NSC meeting over the Mayaguez crisis, Donald 
Rumsfeld, then Chief of Staff at the White House, said to President Ford, “From the 
political standpoint, we should get your friends and brief them, so that they can stand up 
for you.”86 This is a prime example of the president’s efforts to limit conflict by 
surrounding himself with supporters to his cause. 

President Ford sent troops into harm’s way without a complete understanding 
of the situation in Koh Tang. President Ford had previously briefed congress on 

84 National Security Council Minutes. Tuesday, May 13, 1975, 10:40pm-12:25am. Gerald Ford 
Library. 

85 Heffron, Florence A. Organization Theory and Public Organizations, 185. 

86 National Security Council Minutes. Wednesday, May 14,1975, 3;52pm-5:42pm. Gerald Ford 
Library. 
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issues concerning Vietnam and the fall of Saigon in accordance with the War Powers 
Act. 87 During the Mayaguez incident however, President Ford felt he needed to use 
his presidential might to work outside the limits of the Act. This created turmoil 
amongst his staff and the Congress. Officially, Congress sent a response to the 
president through White House spokesman Robert Hartman that demanded 
consultation as required by the War Powers Act. 88 

D. THE SYMBOLIC FRAME 

“The symbolic frame focuses on issues of meaning and [interpretation]. It puts 
ritual, ceremony, story, play, and culture at the heart of organizational life.”89 Within the 
symbolic frame, it is necessary for a leader to develop and convey “credible strategic 
premises, identify and focus on core activities” and find the meaning behind the task at 
hand.90 President Ford, while he developed credible strategy, failed to focus the 
organization on core activities to discover the purpose of the Cambodian seizure of the SS 
Mayaguez. Cambodia, in a long-standing war with Vietnam, had stationed combat- 
hardened troops on the island of Koh Tang to prevent its takeover from Vietnam. The 
Cambodians deemed the U.S. merchant ship SS Mayaguez a threat to the island because 
they feared the United States had sided with Vietnam. This story was unknown to the 
NSC and president and, if known, drastically would have altered the choices made at all 
levels of the organization— particularly the strategic apex that selected military action. 

Meaning and interpretation are core components of the symbolic frame. The 
Vietnam War had just ended and the public viewed DoD, military, and administration as 
incompetent and fallible. The Vietnam War created a need to regain the public’s trust 

87 Section 4 of the War Powers Act requires the President to report to Congress within 48 hours the 
basis for, facts surrounding, and estimated duration of the introduction of U.S. Armed Forces in hostilities. 
The War Powers Act is found as 50 USC S.1541-1548, passed in 1973 over the veto of President Nixon. It 
purports to spell out the situations under which he may deploy the Forces with and without a Congressional 
declaration of war. Under the War Powers Act, Ford cited Article II, Section 2 as his authority to send 
soldiers into combat. Ford made his report to Congress four hours before the expiration of the 48-hour 
window. 

88 National Security Council Minutes. Wednesday, May 14,1975, 3:52pm-5:42pm. Gerald Ford 
Library. 

89 Bolman and Deal, 19. 

90 Kotter, as cited in Bolman and Deal, Table 15.4, 316. 
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and confidence because the administration’s ability to conduct and supervise war was 
non-existent. The Department of Defense wanted a chance to prove they could conduct 
successful operations and although the Mayaguez rescue was a small operation it became 
an avenue of great hope. The administration sought to alter the perception of the United 
States in the international arena by executing a swift, decisive military operation to bring 
home the Mayaguez and her crew. The success of this mission would immediately 
produce 39 heroes (the number of Mayaguez crew) for the American public to rally 
around. Looming in the back of their minds, however, was the previously unsuccessful 
attempt at hostage rescue on the USS Pueblo. 

The USS Pueblo was a United States Navy vessel sent on an intelligence mission 
off the coast of North Korea. On January 23, 1968, North Korean naval vessels and MiG 
jets attacked the USS Pueblo, resulting in one soldier killed and several wounded in 
action. Subsequently, for the next eleven months, the eighty-two surviving crewmembers 
lived as captives in North Korea. After a series of military and diplomatic blunders by 
the United States, the North Koreans eventually released the USS Pueblo crew on their 
own accord. This event was a source of great embarrassment to the nation and still fresh 
in President Ford’s mind, serving as an example of how the impact of an event can affect 
organizational perspective: the USS Pueblo became a symbol. Often times, this frame 
compels an organization to constantly search for its identity creating a need to draft 
another tale favorable in the public eye. 

The people of the United States no longer felt the country was the great 
superpower it claimed to be. Globally the nation was perceived as weak and often 
deemed incapable of fulfilling its role as leader of the free world. President Ford felt that 
if America did not act quickly and decisively during the Mayaguez crisis and with 
sufficient force, it would confirm to Russia, North Korea, and China the United States 
was vulnerable to defeat. The symbology of a weak America was not acceptable or even 
believable to President Ford. It was inconceivable America could be anything but a 
symbol of great power and stature to Americans, but the rest of the world was starting to 
think otherwise. Both the USS Pueblo incident and the Vietnam War combined to 
threaten America’s standing in world politics. 
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Since the Vietnam War ended only two weeks earlier, those involved in the 
Mayaguez crises seem to face insurmountable odds. Even the American military 
experienced feelings of tremendous defeat. Casualty numbers were unmentionable and 
often ambiguous, leading to further depleted levels of morale within the military. The 
culture within DoD and its political counterparts had become one of survival rather than 
domination. A great need emerged for the military to prove itself to not only the world, 
but to the American public and time would be of the essence in creating the new story by 
which to form the symbolic frame. 

In reviewing the four frames of Bolman and Deal’s frames of reference— 
structural, human resource, political, and symbolic—as well as Mintzberg’s structure, the 
analysis of the Mayaguez incident is made clearer but still lacks full clarity. Other 
influences outside the applications of organizational theory can dramatically alter or 
influence the decisions of the executive level as well as the organization as a whole. 
However, in the Mayaguez incident, these influences do not change the thesis that 
President Ford altered the organizational structure by acting as the sole member of the 
strategic apex but merely add clarity to the crisis. 
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V. FINDINGS 


The Mayaguez incident, in terms of applied concepts of organizational theory, 
revealed many findings, the most predominant of which was the singularized form of the 
strategic apex. As previously stated, the traditional definition of the strategic apex is top 
management, meaning a body of persons collectively managing the organization. In the 
case of the United States government, top management (Mintzberg’s strategic apex) is 
traditionally thought of as the NSC and the president. In simple organizations, the 
strategic apex is typically comprised of only one individual because the size of the 
organization is limited in terms of available personnel. In an organization the size of the 
United States government with a multitude of qualified and available personnel, it is not 
likely the strategic apex could operate successfully as a single individual. Additionally it 
is expected the organization, if it attempts to operate as such, will fail or as a minimum 
become ineffective. However, during the Mayaguez incident, the strategic apex quickly 
became a single person—the president. This thesis proposes the reason behind the 
failures encountered during the Mayaguez incident was that the organization, traditionally 
divisionalized, attempted to operate as a simple structure with the president as its sole 
actor in the strategic apex. 

As previously stated, in a simple structure the dominant coordinating mechanism 
between the strategic apex and the remainder of the organization is based on direct 
supervision. In the divisionalized form (e.g. the government structure), the coordinating 
mechanism is standardization of outputs and the middle line accomplishes this by 
formalization—a task that cannot be created in a compressed timeline. During the 
Mayaguez operation, the president became focused on military action and gave little 
credence to other ideas proposed by the rest of the NSC. In effect, this isolated him as 
the sole decision maker who attempted to control the organization through direct 
supervision. This was exemplified by his direct contact with the fighter pilots (operating 
core) firing upon the vessels in the waters off of Cambodia. 

By directing the fighter pilots, president Ford derailed established coordination 
mechanisms from the NSC down to the operating core, completely bypassing the middle 
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line. This made the ability to accomplish or assign tasks difficult or in some cases, not 
possible, because established standard operating procedures normally executed by the 
middle line were circumvented. This further fueled the president’s perception that he 
needed to directly intervene. According to Graham Allison and Philip Zelikow, the 
notion of one man leading a massive government and making decisions unilaterally is 
said to be an oversimplification of any national govemment.9i Instead, a leader or 
“decision-maker” of national policy works as a joint member of a network that includes 
large organizations and multiple political actors. This argument is logical when the scope 
of a national government is matched with its dynamic environment. The task of 
collecting all the relevant information and possessing the needed expertise to make 
effective decisions as an individual seems unreachable. To add to the complexity, the 
president’s actions were further affected by a phenomenon attributable to frames. 

Normally, the Department of State and the Department of Defense have different 
frames through which they observe world events and possible responses. Instead of 
opposing one another in their framework, the Secretary of State, Dr. Henry Kissinger, 
and the Secretary of Defense, James Schlesinger, were in agreement for a proposed 
solution. Kissinger was known as a proponent of hard line foreign policy, often 
recommending military action in place of diplomatic action. Even when diplomatic 
action was the solution, it was associated with the possibility that decisive force would 
follow should the foreign body in question not comply. “Kissinger was emphatic on the 
use of force [in the Mayaguez incident] .”92 Collectively, their frames of reference 
complimented one another instead of providing opposing viewpoints for more 
comprehensively developed courses of action. “In a complex and uncertain world, senior 
managers can’t be expected to always choose the alternative that in hindsight produces 
the best outcome. But good senior managers can be expected to ensure that. . . complex 
decisions are evaluated through a variety of alternative frames. ”93 


91 Allison, Graham & Philip Zelikow. Essence of Decision Making: Explaining the Cuban Missile 
Crisis. 2nd Ed. New York: Addison-Wesley Educational Publishers, Inc., 1999, 3. 

92 Rowen, Roy. The Four Days of the Mayaguez. New York: W.W. Norton & Company, 1975, 141. 

93 Russo, J. Edward and Paul J.H. Schoemaker. Decision Traps: Ten Barriers to Brilliant Decision- 
Making and How to Overcome Them. New York: Doubleday, 1989, 58. 
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Reviewing the declassified documents shows the lack of fidelity President Ford 
possessed during this incident. The information pertaining to the threats on the island, 
the intentions of the Khmer Rouge, the location of the hostages, and the capabilities of 
the ad-hoc military forces severely impacted the capability of the president to possess 
enough situational awareness to act appropriately. The ability to collect both critical and 
timely information to make an effective decision is greatly influenced by those 
individuals directly surrounding the decision-maker as well as his preferences. This need 
for information highlights the necessity to develop and maintain clear channels of 
coordination in the organization. Effectively using the coordination mechanism(s) allows 
the decision-maker to stay well-informed. In the Mayaguez incident. President Ford not 
only chose to operate as the sole decision-maker, he also acted with limited situational 
awareness as events unfolded in the Mayaguez incident. 

The middle line, especially in a divisionalized form, is traditionally most aware of 
the situation and most able to discern appropriate responses. Because President Ford 
essentially bypassed the middle line and thus the center of knowledge, he denied himself 
the situational awareness required for effective decision making. For example, the CIA 
was aware of the ongoing conflict between Vietnam and Cambodia over Koh Tang Island 
—a critical piece of information that might have led President Ford to explore a greater 
number of diplomatic channels rather than commit troops to a heavily fortified island. “. 

. . U.S. intelligence had a sound grasp of Khmer Rouge tactical capabilities on Koh 
Tang.” 94 This vital piece of information might well have changed the entire outcome. 

In addition to errors within the structure and the limited frames of reference 
through which President Ford viewed the initial Mayaguez recovery problem, several 
outside factors may have influenced his framing and decision making effort. Time and 
technology were determined to be the most significant outside influences that added to 
the complex environment in which President Ford operated. For example, though the 
situation at hand in the Mayaguez incident was complex, it was manageable until 
President Ford applied inordinate time constraints. This reduced the ability to separate 
the task of retrieving the crew from the perceived need for urgent military action. 

94 Guilmartin, John F., Jr. A Very Short War: The Mayaguez and the Battle of Koh Tang. College 
Station: Texas A&M University Press, 1995, 36. 
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Time constraints—real or supposed—often cause conflict and pressure. 
Richard Nixon accurately observed that the American public would only allow a 
finite amount of time to accomplish a mission, something President Ford remembered 
well.95 With Vietnam, the USS Pueblo, anti-war sentiment and deep concern for how 
the American public would view his actions. President Ford centralized the power 
and held all decision-making authority in the interest of saving time. However, his 
quick decisions were at the expense of planning, preparation, organization and human 
lives. If the Khmer Rouge moved the crew to mainland Cambodia, President Ford 
and his cabinet felt they would not be able to negotiate for their release. President 
Ford, in Rowan’s book states, “I had to assume that if this fishing boat, with those 
crew member, got ashore, that the odds were against us in getting them back.”96 The 
Khmer Rouge did in fact transfer the crew to mainland Cambodia; however, they 
released them before first helicopter ever landed at Koh Tang Island. 

Intelligence is critical to foreign operations as they often occur at great 
distances from the leadership in Washington, D.C. In the case of the Mayaguez, 
though the technology for intelligence was there, the outputs from that community 
were not routed through the proper channels. The military force obtained photos only 
seconds before takeoff and was unable to use the information given effectively. 
According to Bob Blough, the intelligence personnel assigned to the assault force 
were from the B-52 community—strategically focused rather than tactically oriented 
—and incapable of using the technology to their advantage. The photos and 
information required for a helicopter pilot flying below 5,000 feet was dramatically 
different than that of a B-52 pilot flying at 35,000 feet. Technology was not only a 
critical factor for the operating forces, but also for the president. 

President Ford’s ability to bypass the organization and reach directly to the 
operating core was directly enabled by technology. Through the radio connection 
established in the NMCC (National Military Command Center), he spoke directly 
several times to fighter pilots and the Airborne Command and Control Center during 
the strafing of the Cambodian waters. It is also likely that if the radio frequencies of 

95 Borer, Douglas. The Clock is Ticking in Iraq, San Francisco Chronicle, October 7, 2005 

96 Rowan, Four Days of Mayaguez, 143. 


54 



the assault force were known by the NMCC, he would have attempted contact with 
those participants as well. Though this seems advantageous, it is actually destructive 
in established divisionalized structures. The strategic apex should not have direct 
contact with the operating core as the apex lacks both the situational awareness and 
knowledge required for controlling the core’s outputs. The middle line is critical to 
military operations, particularly in complex environments such as the Mayaguez 
incident. President Ford, eager to speak directly to the troops, completely changed 
the organizational structure and technology was the enabler. 

Advancement of technology, while required and necessary, must be 
appreciated in the context in which it is used. Though President Ford’s direct 
discussion with the troops seems an obvious mistake in the Mayaguez incident, it is 
unfortunately still common in today’s military. In Robert’s Ridge, for example. 
Secretary of Defense Donald Rumsfeld spoke directly to the MH-47 pilots executing 
an operation under fire in Afghanistan (personal interview with a participating MH- 
47 pilot. Captain A1 Mack, USA, conducted May 2003), overriding the orders upon 
which the mission was executed. In fact, the orders were changing as the mission 
progressed and Secretary Rumsfeld directed the situation. The already dire situation 
was further complicated and the end result was unnecessary loss of life. Whether 
attributable in part or directly, the technology meant to provide perspective to the 
senior staff was causal to the accident because of misapplication by the strategic apex. 

Time and technology, both outlying but influential factors in the Mayaguez 
incident, added to the complex environment. President Ford, unable to successfully 
navigate the complex environment, made decisions to execute based on incomplete 
and sometimes inaccurate information. Had the president not isolated himself as the 
single actor in the strategic apex, he may have found the complex environment more 
simple and straightforward. The frames of reference through which he attempted 
decision making were unfinished and often erroneous perspectives that limited his 
ability to execute effective action. Application of organizational theory to the 
Mayaguez incident demonstrates the decision processes at the executive level left the 
military operation vulnerable to failure despite perceived public success. 
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VI. IMPLICATIONS FOR FUTURE STUDY AND CONCLUSION 


Much can be learned from the Mayaguez ineident using organizational theory as 
an analytieal tool. The Mayaguez erisis was rife with potential pitfalls and though 
President Ford was equipped with an exeellent organization of intelligent, eompetent 
personnel, the result was unneeessary loss of life. Saerifieing 41 military personnel for 
the reeovery of 39 erewmembers is a major statement in terms of politieal and military 
objeetives, despite the military responsibility of defending Ameriean lives no matter the 
eost. To the publie, the operation was a sueeess and President Ford the savior of the 
Mayaguez erew. To the military, the operation was an embarrassment of windfall 
proportions. What had begun as a major air assault operation had turned into a quest for 
survival—all beeause of failures within the organizational strueture and poor deeisions 
made through inappropriate or ineomplete frames of referenee. The magnitude of irony 
in the operation is unpreeedented—even before the first shot was fired on the island of 
Koh Tang, the SS Mayaguez and her erew had been released. Had President Ford 
understood or applied even a single eoneept of organizational theory in his analysis of the 
situation, it would have provided the neeessary perspeetive for eritieal deeision making, 
saved lost lives, and prevented men being left behind. 

A. IMPLICATIONS FOR FUTURE STUDY 

Two areas of future study would enhanee the proposal that applieation of the 
eoneepts within organizational theory serve to enhanee analysis of lessons learned, 
speeifieally in the military or governmental environment. The first is to serutinize the 
way in whieh information is gathered and analyzed for lessons learned. Contaet with 
Joint Center for Operational Analysis to understand their proeess should be the starting 
point for further examination. The seeond area of future study is the development of a 
“tool” (e.g., eheeklist, flow diagram) for organizations to analyze their output and 
eoordination meehanisms as well as strueture. These two areas of study would greatly 
enhanee the aeeuraey of lessons learned for organizations. 


57 



Proposal 1: Further examination of how lessons learned are analyzed is 
required to improve the resultant solutions. 

The Mayaguez incident, while a single operation in the military’s history, is 
stereotypical of how many operations occur. Because there is a predictable way military 
operations occur, there must be a way to alter or improve their actions. Yet the military 
has repeated the mistakes not only in the Mayaguez but also in operations prior to and 
after the Mayaguez incident, despite an entire center for lessons learned being established 
at the United States Joint Forces Command in Norfolk, Virginia. Named the Joint Center 
for Operational Analysis (JCOA), it exists to produce “compelling recommendations to 
change derived from direct observations and sound analysis of current joint operations, 
exercises and experiments. ”97 it also maintains a “comprehensive database and archives 
of lessons and documents pertaining to previous and ongoing joint operations around the 
world.” The irony is that the center was established in 1997—far too late when one 
considers the number of U.S. Military operations executed in the twentieth century. 
Better late than never, the center seeks to unify lessons learned across all services; 
unfortunately joint lessons are rarely analyzed outside of military channels. 

“Failure to consciously define the problem in more ways that one” can lead to 
“undue influence by the frames of others.”98 Once again, the organization (the military 
in this case) views the problems through like-minded frames leading to erroneous or 
incomplete assumptions or actions. “Establishing the framework within which issues will 
be viewed and decided is often tantamount to determining the result.”99 Therefore, the 
resultant analysis is incomplete or inaccurate. Not only are the frames through which the 
analysts at JCOA view an operation limited, but the analysis itself is faulty. According to 
the website, JCOA gathers lessons learned from inputs entered by military members in 
the field. The center then repeats the mistakes and lessons learned in a war-gaming drill 


97 United States Joint Forces Command. Joint Center for Operational Analysis. 
http://www.ifcom.mil/about/fact icoa.htm . 

98 Russo and Schoemaker. Decision Traps, 39. 

99 Pfeffer, Jeffrey. Managing with Power, 203. 
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to produce a solution to the problem submitted. By using only single-source analysis, 
JCOA is limiting the military’s possibilities for success, making them vulnerable to 
continued failure. 

This thesis, by using concepts outside of the typical military war-game analysis, 
seeks to demonstrate the effectiveness of alternate analytical methods. Though 
organizational theory is more commonly associated with businesses, it has direct 
application to the military and government structures. In the case of the Mayaguez, an 
entirely different perspective of failure was achieved by exposing the president as the 
single-actor strategic apex. Though the president did not fail the operation, his decision 
making exposed the military to unnecessary risk. If one read only the GAO reports, it 
would be determined the military and in no way, the president, was entirely at fault for 
the mistakes committed. 

War-gaming could include frames of reference as part of the final analysis. When 
used repetitively, it becomes second nature to view the events through different lenses, 
therefore allowing diverse analyses of the same experience, allowing for a shared 
understanding in a dynamic world. Organizational theory is not necessarily the answer, 
but it exemplifies the need to apply theories outside of typical military thought to expose 
the true problems and lessons learned in military operations. 

Proposal 2: An organizational theory tool may be effective in alternative 
analysis of military lessons learned. 

As exemplified by JCOA, the military lacks effective tools to properly analyze 
lessons learned. Instead, the lessons gathered through an online process are consolidated, 
reviewed, and then modeled by a war-game scenario. The center personnel design the 
game to simulate the same situation the forces were in, and then merely re-enact the event 
applying the lessons learned to “analyze” whether they are credible solutions. Though re¬ 
enacting the scenario with new material is somewhat effective, it hardly gains much more 
than a hindsight discussion. Again, the concern is the frame of reference through which 
the analysts examine the event and the organization. Unfortunately, the organization is 
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rarely analyzed by any perspective other than the war-game. This thesis exemplifies the 
value of applying other academic theories when analyzing both organizations and events. 
Again, if frames of reference are incorporated, a shared understanding may result. 

Though commanders often are laden with techniques, advice, and theories to take 
to battle, an organizational theory tool to use on the lessons learned may prove effective. 
Though it is not feasible in the heat of battle to pull out a checklist for analysis, it may be 
valuable in post-battle discussions. More importantly, JCOA would greatly benefit from 
the ability to apply theory rather than simulation or modeling to lessons learned. Varying 
theoretical perspectives serve to expand knowledge by providing different, even opposing 
views. As demonstrated in this thesis, application of organizational theory exposed 
organizational failures in the Mayaguez incident rather than simple lessons learned as 
published in the GAO analysis. 

B. CONCLUSION 

Applying selected concepts of organizational theory to the Mayaguez incident of 
1975 leads to a more comprehensive understanding of events and more accurate lessons 
learned. Application of organizational theory to the Mayaguez incident demonstrates the 
decision processes at the executive level left the military operation vulnerable to failure. 
The Mayaguez crisis was rife with potential pitfalls and though President Ford was 
equipped with an excellent organization of intelligent, competent personnel, the result 
was unnecessary loss of life. Publicly, the operation was a success, however, to the 
military the operation was an embarrassment—all because of failures within the 
organizational structure and poor decision making. Application of the concepts within 
organizational theory facilitate comprehensive analysis rather than elementary lessons 
learned. 

Future study should include both examination of the current process for 
collecting, analyzing, and publishing lessons learned as well as creation of a tool 
organizational leadership can use to analyze their processes, outputs, and design. It 
should be noted other organizational theorists suggest that while organizations can 

improve their processes and outputs, the improvement is often limited because the 
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organization itself is resistant to change. Amy Zegart, in Flawed by Design, suggests, 
“Once [government agencies] arise, they become very difficult to change.” too She 
observes that “the price of initial structural choices appears to be high . . . and 
[organizations] are created by political actors who must operate in a reality suffused with 
conflict, contention, and compromise...”ioi Though the theory challenges other theories 
that suggest organizations can change, it is also directly in line with the theory examined 
in this thesis—Bolman and Deal’s framing theory. Regardless of the organizational 
theory, this thesis suggests application of any theory during analysis will prove more 
productive than current practices in governmental organizations. 


too Zegart, Amy B. Flawed by Design. Stanford, CA: Stanford University Press, 1999, 5. 
101 Ibid., 53. 


61 



THIS PAGE INTENTIONALLY LEET BLANK 


62 



APPENDIX A 


LOCATION OF THE SS MAYAGUEZ AND AREA OE OPERATIONS 


WHEREABOUTS OF MAYAGUEZ AND CREW 
MAY 12-15, 1975 
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APPENDIX B 


MAYAGUEZ TIMELINE 
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«leliver***l to ilu* K*irei;rn Mlnistr.r *>f tin- l*«->|*I*‘'s l{*-pnl>li<- *>I I'liiii.i. 

1 :"5 n.n:.—XT.S. ro<-onnai!«*an<-e nii-*-r«fl *>lis**rv*-*I tli** At a fiiifiifz :iiii'Ii*>riii{; ozio 
nanrienl Liile n»rth *if Koli Taiif l.**hiii(l. Tiie air* raft \.tih llr*-*l at lint iitif. 
hit. 

(5:111 a.ni.—Thi' Af/in/ifjn/'S <-r**\v was fili^'rr*-*! la'ini; ttaiisf**rr***l froin tli«* sliia. 

li :1S n.iii.—The l'«“n'ap:*in or<ler***l 111** Air Kor*-e l*> niaiiitziin Kiirv**illan*--* of lli*“ 
niid iireveut it.s nioveiiK-nt into iHirt. on rhi* <'iiiiilHHiian iiiaiiilaii'l. 
Watninit iih*its were firetl nt-r*>HS Imw *if t*» siirnal it not lo ni*>vi'. 

SiHs-ille onlers wer** ftlT«‘n n«t t*» attack the <'nnil>o<lian Bnah*iatn. 

It :5V4 a. 111 .—Wlilt** Ilau.-*** itress hrlelliij «>ii lrKTili*m of siiip aii*I It.P. siirvelllan*-e 
efr*»rr. 

7 :5l."i a. II.. —The rrev Is oliservpil on the islnnd hot It cannot lie n.srertnired lioiv 
many nier. have i>**cn iiiov«*<l. Therefore, It Is not *'Ortnin that th** enllr** **r«*iv 
has left tiM* ship. 

3 :o." ii.iii.—.A C— 130 aircraft receivi*d small arms fir** from the island. 

3 :2n p.in.—Koiir Cambod'.an gunboats at Island fired anti-aircraft wenp*ais at 
0130. 
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3 p.in. to 0:33 p.in.—Cougressional Icader.sliip coutactod by <e!ei)houp- and 
ailvtiaHl that I’nvident had directcfl luilitary actions to prevent the ilaya- 
UHcz and Its crew from belnc transferred to the f’anibodian mainland and to 
prevent reinforcement from the mainland of Cambodian forces detaluilis the 
Mnijaguc: resel and crew. 

7:01 p.m.—Three patrol boats more from the island. Warning fire front U.^AF 
plam-s tnms them back to Koh Tang. 

p.nL—Cambodian i«itrol laiat isnores wanting fire fnim U.S. airtrraft and 
•■ontlniiw to move. lioat is attacked and set alire. 

:):rc> iLin.—I’atrol Ixwt spotted with imssihle erew members on it, U.S. airrraft 
fir»‘s in front of it in order to iiinj it Imck. Itout comtlnuc-s to move toward 
the nminlaiHl. 

10 :(K{ |i.ra.—.V difTenent i«trol boat moves and is engaged and set afire bv air 

strikes, 

10:10 The I’n'sident eliairetl a meeting of tlie National Scenritj' Connell. 

11 :i>0 p.tii.~Tbe vessel believed to be raro lng crew menilterx rearliis the luaiu-^ 

in ml. 

Kay 14 


12 :‘Jfl fi.m.—Tliree Olhet* iiatrol bont.s are eng:ige<l by U.S!. aircraft. One Ls sunk, 
<>tLiT two damagpil. .\ snli.seqtii'nt strike ilauiaees two other iwt rol boats. 

i:1.7 rt.m.—r..^. Unison Olllce in Peking re[sirled that 1*110 Foreign Ministry 
n-lu.'"neil the m<‘ssage for tile Cambodian authorities. 

11:00 a.m .—Harold E. Holt arrives in the area. 

11:00 a.m.—CnngixwsionnI Iradership notified by leleplionc that tlirec Cambodian 
Jsmts had lieen sank and four damngtsi by U.S. air strikes. 

11 :."i 0 a.m.—DOU pn-ss brii-llng and statement about U.S. alt-tcks <»ji Cambodian 
btiats. 

l:«n> jLiii. to 2:00 p.ai.—.\ letter regarding this action was delivered to UN 
t^'c retary (leneral Waldheim by .\rulias.s:idor Scall. requesting UN Sceretary 
(leneraJ to fake any steps in hiK ability to secure safe return of Maijagui's anil 
cn»w. 

to .":no |i.ra.—State Uejartniont ofilcials briefed niemlH'rs of tlie House 
IntPiuational Ridations Crimmitt«*c, Senate Foreign Relations Committee and 
n«u.'<e Anned iJcrvice? < 'oinmittir. 

3 :r.2 p.nu—Fresident ch.ilrs NSC ineetiug in the Cabinet Room. 

1:-13 i».ni. to .'i;10 p.m.—Orders aiT Ksiird to liegin the military nperitioiis far 
the recovery of the SS ilagaque: and crew indnding air attacks against 
military fadlitles near Kompong .Som to prevent rpinforeement and gnpiKirt 
from the mainland for Cambodian forces detaining the ship and its crew. 

.3:14 p.m. to .3:20 p.m.—U.S. assanlt forces take off from station.<t 

p.m. to 7:d0 i».m.—I’lvsldent m«‘ts with Congressional leadership to in¬ 
form t!»em of the actions he hn-t ordered to recover the ship and the ertw. 

7:00 p.m,—M.iriue assatil t fon-e arrives at USS UoU. 

7:07 p.m.—I'hnnm Penh domestic radio serviiv csirries a Urnadiwst In CamlKKlian 
tb.nt states that the Cambodian Government will order the JIapaguez to witli- 
dravv from -Cambodian territorial waters. No mention is umde of the crew. 

7 :tr» p.m.—.\ssault force arrives at Koli Tang I.sl.md and comes under fire. 

7 :l3 p.au—A helicopter in the a.sicault forte ugaim't Koh Tang Island Ls hit and 
downed. 

7:43 ]i.ni.—Anot her helicopter crashes on the islnucL 

7:-ltl i>.ni.—Approximately 100 Marines are on Koh Tang Island. 

.SK)0 p.iu.—Tile CamIsMiian brouditist, monitonsl l»y the Fortign Rroadcast Iiifor- 
luallon Service and triiiislated into Knglisli, was carried on the FI5IS winv 

.S:1.3 |t.nr.—In.w'rfion of the first a.ssan!t wave on Koh Tang Isbind was c<omp!et<>d, 
13-3 Marines now on iscach, 

8:1." p.m.—The President is iuformcsl of tlie FRIS wire report by Secretary 

I^ssinger. 

8:30 p.ra.—White House pre.*® briefing and statement on the actions ordered by 
thp PresldetiL 

8:4." p.m.—Supiiort aircraft arrive and commence operations against military 
iiwt-illft tiom; non r Kompong Snm. 

!):0." pm.—Ifnrlnes from the USS Holt board and take control of the SS itapa- 
gun. Tlicy find eridonco that the vessel had been occupied until jnst before 
tUclr arrival. 
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O :li> i>.in.—'WUite House Issued press release on message Ik'Iiik sent to CanilHKlian 
authorities offeriug to stop military operatioi.s if crew is releasetl. 

!»::>:j —Maifogues is secured and U.S. colors are raised. 

10 :2:j inn.—A boat was reported near Koh Tang Island living a white flag. 

11:07 i«.ju.—Xhe TJSS iVilson takes aboard the occuijants of that boat. I'he occu¬ 
pants were determined to he the entire crew of the SS Mai/a(/uccr 

11:10 p-m.—The order was given to cease all olTensive oiH^ratifuis aiul begin to 
wirlidraw The Coiuinandor of the forces on the island re<incsts udditloiiul 
gri 'und forces to provide security for a successful withdrawsil. 

11 :31 i>.ni. White House -tatement on recovery <:£ siiip. 

11 i>m.—The additiom.l ground .security foree.s arrive r.t Kelt Tang Island. 

ISffay 15 

12 :1o a.ni.—Airstrikos at Komi>ong Som terminate. 

12:2." a.in.—'riie.Wai/af/Mfr crew is returned to it."» vc-sael. 

12 :;«) a.m.—^The I’resident's statement on riKoveiy of sl»ii> and crew. 

12 .lo a.ui.—1>C>I> pr-ess liritfliiig on jiiiliinry actions. 

1 :21 a.u>.—A lielicoi>ter is liit during effort to remove trooi>s from the island. 

2 :0iJ a.ni. to 2 :3t' a.m.—A reiMWt consistent with the War I'owtrs liesoliition from 

the I’resider.t was triin.smitted to Siwaker of the House aiul to I’resideat I’ro 
'J'eDiptu'e of the S^eiiate. 

•1 :4t> a.m.— ilai/cr/ticz underway. 

a.m.—Oommeneemei.t of oi>eration to evacuate last elements of niarine.s on 
Koh Tang Island using helicopters and USS IViliton and USS Holt. 

7 :17 a.m.—final extraction of U.S. ground forces complete:!. 

12 :21 i«.in.—T.ast airc-raft deiKXrted tl>e area. 
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APPENDIX D 


GAO ANALYSIS 


('iiAPTt* 7.—Ali^:^•CY OoMMtvT* *xo OtTi Analtbu 

DrrAirTMKVT or rrATc 

Statr ili<l iHil challfi.p' tlir (ncU in oiir rrtiort. Ilowci'rr, in tninA- 
iiiiltiiiK (In' Dt'iwiiiiirnl's rogiiin4>nU. tin* IVputjr I'lnlrr Stvrrtary for 
Mntiapriiiriil oxpin«r«| liU pcrmiial view (m ap|i. Ill) that tM rr* 
port iiin<lo<|ti!iir iimI mUk'Ailiiif' ninl dial it aticmirfctl to aucomi* 
fpifw iIm artHitui of oDicials acliiii; tiinlrr llir oon^raiitls of timr. 
citotl a4 an rxaniplc of “wrakiirNt" in catr rc|M>ilin;;, that \rc ij^ioird 
pidilir HtnlrtiirntN of llin ('ainbmlian Tkrpqty I'riaK- Miiiixtcr for 
Foreign AfTaira.' 

In drafting frtir rejwrt vre very carffnll.y rdcoiistriKirxi vfl>at factiui 
infornialioii rxjdeil ilnrttig the vnrionx stagra of thr inrhlent. Care 
VIA iiikni itol to iiilixMlnre <lnia which was out of ihc i^iwnre of 
cvcnta ata) to weigh cloewly infonaaliiNi which becnTnr arailnhlc after 
I lie i»ci(k-nt. For thi> iraaon, w |nir|io«i»ly «liil not give much credence 
to the .staleiiK'iilH of the Ifeputy Premier of CamlxMlia which were 
made in .SctdemlxT IOT.'<, aliixiat 4 inonths after the incident. Actually, 
the full Sr|i4emlirr itntniienla imlimle that tlie wixiiie of the Vaya- 
i/uca wna initiated liy a local commander, that aiitlioritiea in Phimm 
Penh lentiiml of it many Imniv later, an<l that |Kior roininiinicntiona 
lietwccii PhiMJin Penli and lorni anilioritiee dclayexl the CainlxMlian 
ler.fKiiiAr. ItiiiA. tl>eM> xtatenieiita liaixtiy aii|i|iort a view that exiiexli- 
tioiiN military action wax necnaary to lieciirr tlw rekaae of the .Vaya- 
jfites and its crew. 

Drj>AimiKXY or hu'emsc 

Defenae did not (|iii'Alion the accuracy of onr re)>ort but rather, in a 
few iitstaitcea. onr inlerinvtation of tlie facta. 

Ikfense niaintaiiHKl that “the rriairt iniists that the wltereaboula of 
tlw crew coiihl iiiid dionld hare Lreii more accurately a.wrtained.’' 
Tliia Ktatcniont does n<i( accurately reflect onr iMisition. Onr re|inrt 
iKiinla out that additional asxrLx were nvaiinhir to attriupi to obtain 
netler infnnnalion hut that these airn'ts were not uard. Defence agreetl 
the iu« of IlkeMT aiMeIx might hare prrix'i<k<l additional data ilnring 
the iitcident. U*e |•ninll■d out that dctailii na to the hasit for snK|icctiiig 
eaiiciAiani liad Iwen ini>\x*d lotlir main land never reochnl tlw military 
(xanmand oniilerw. 'I'lteM' details lei.d civxieiHV to an inteqiretatton that 

■ ActaiJIr U* •UtoBiaU lerxrrel to wen Bu4t kr tk« IVpiir Petakr M riwkwii 
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APPENDIX E 


NSC MEETING MINUTES 



p S«cr«tAry otf State Kaory A. Kissinger 
K S^cretAry of DefcAS* JWies ScMesinger 

g Acting Chairman, Joint Chiefs of Staff Gen.. David C. Jones 
^ Director of Central InteUigence William Colby 

Other Attendees 


State: Deputy Secretary of State Robert IngersoU 
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from OoM R. Ford Ubruy 


2 


Pr«« ident; 


Brant, can you tall Uf what tha situation la? 


Scowcroft; With rsgard to the boat that I told you about, w« do not 

have much tima. Our alrcralt has usad riot control agsnts twice. 
That has dalayad tha boat but it has not slopped it. It is now 
about six nnilss from Kompoag Som, according to the pilot. 

The pilot is not at all sure that he can disable the boat without 
sLnking it. 


Pres ident; 


1 thought the first boat had reached tha shore. 


Schlasinaer; 


It got to tha island. 


It was in range. 


Pres ident: 


I understand we sank the second one. And the third one is tha 
one we are now talking about. 


Scow croft: 


That is correct. That boat is now six milas from Kompong 
Som. 


President: 


Did tha pilot try riot control agents? 


Scowcroft; 


They were tried and they did not work. Now tha pilot is not 
sure what to do next. 


Schlesingar; 


He is not csrtaia thatdiera are Caucasians on board. 


President; Lat's took at it. If they got to shore, and we have done the 

other things we are contemplating, there will not be much 
opportunity for them anyway. 


Kisainger: 


They will hold them for bargaining. 


Hartmann: 


How caji the pilot tell whether the men are Caucasians? 


Schle sinsar; 


By a number of signs, such as their sise and the color of 
their akin. 


Scowcroft; It is not an easy identification. It is very tough. 

Schlesingar; I would thinlc that avoiding bargaining chips is lass of an 

objective than not being iu a position where the Cambodians 
can say that the F-4's killed our own men. 


/SENSITIVE • XGDS 
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Pboiacapjr fron OciaU R. Fond Uteaiy 


TO^ aPCnSX/SENSITIVE 


President: 


What do we do? Should we let them (o Into port? 


Schleeioger : Let'* continue to try to etop them with riot control egenti. 

yft undertttuid there are 8b 9 men on hoard who •eem to 
be Americans. There are others below who may be 
Amertcaaet The pilot tbinltt th«re may he more Americans. 

President: ^bat do you recommead? 

Schleeipger: 1 recommend we sink the speedboats. I do not think we should 

•ink the other boat but should rather continue to uae the riot 
control agents. 

Scoweroft: The pilot is reluctant to attack if he is under instructions not 

to sink the boat. 

Schlesinger: That is true. He originally thought that he could disable the 

boat without sinking it. Then he became reluctant. 

President: What do you think? 

KUsin^»: 1 have just ooune back into this problem, having bean out of 

town all day. My instinct would bsve been as follows: 

We have two problems: 

-- First, the problem of the crew and the ship and of bow ws 
win their release. 

— Second, our general posrurt which goes beyond the crew 
and the ship. 

But that sort of thing comes late r. 

In the immediate situation, 1 think 1 agrae with Jim. We will 
take a beating if we kill the Americana. At the same time, 
we must understand that ws cannot negotiate for them once 
they arc on the mainland. II you are willing to take that 
position, then I think we can let them go. We should not let 
them become bargaining chips. 


Scoweroft: 


We have already done it on one. 


r/SENSITIVE - XGDS 
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rrom GcnJd R- Focd Libmy 


T-OP-SXLm.1 /SENSmVX 


Schlasingar: 


There ware no Cauceeiana on it. 


KieeUner: We have a pilot who thlnka there may he Caucaataoi. It would 

have been a much better poeltion tor ua to Cake that we will 
simply hit anything that leavaa the island. 

President; Right. 


Kissinger: 


Now we are debating with the pilot. 


President : 1 gave the order at the meeting to atop all boats. 1 cannot 

understand what happened on that order, because 1 beard 
that it did not go out until 3:30 

Schlesinser: It went out by telephone within half an hour after you gave it. 

Jones; We talked to Burns, the Commander out there, immediately. 

The confirming order went out later. But our communications 
are so good that we can gat all the information back hare im- 
medliately to Washington in order to make the decisions from 
here. 

President : Was Che order given, and at what time, not to permit any 

boats to leave the island or come into it? 1 was told it was 
not given until 3:30. That is inexcusable. 

Jones : That waa the written order, not the verbal order. 

President; Let's find out when it was given. 

Clements: To assist General Jones, 1 was with him in the Situation 

Room when he gave the order even before he left the White 
Housa. 

President; let's find out what happened. It la inexcusable to have auch a 

delay. 

Now let ai talk about the problem of the moment. It ie e 
different situation, and I reluctantly agree with Jim and Henry. 


T OP aCC Rgr/SENSITIVE - XCOS 


76 



P P P- BKC B ST /SgNSinvE 


i 


Scht€jain£ar£^ I think w« ahould dattroy th« boat* that still rsmain at tha 


Praaidant; That la your racommandation. What do you think, Hanry? 

Kiaato^a^ I'nrt afraid that if wa do a faw littla stapa every few hours, we 

are in trouble. 1 thlok we should go ahead withtha island, 
Kompong Som, and tha ship all at onca. I think people should 
have the impression that wa are potentially trigger-happy. I 
think that once wa have our destroyer on station, that is ideal. 

$chles^n£c^ 1 agree. It will go in at noon. 

Kissinger: In the meantime, 1 think wa ahould sink the boats that are at 

the island. 

R_umsfel^ I thought the HOLT would get In at 8:00 a. m. 

Schlaslngar: Wa understand it is doing 21 knots, not 2S. 

Scowe roft: 1 have got to gat tha word out. What should I tall tham> 

Praildanl; T«U tham to tlnk tha boats asar tbs iiland. Oa tha ethar 
boat, use riot control agents or other methods, but do not 
attack it. 

Marah! Supposing tha beats naar tha ialaad have Americana on it. 

Should wc send some order to use only riot control agents 

there'’ 

Kisiingar! 1 think tha pilot should sink them. He should destroy tha boats 

and not send situation reports. 

President: Oa one boat, there is a possibility of Caucasians. On ths 

Others, we can’t bt sura. 

Jones; Suppose wa say in our order that they should hit all the boats 

in the cove, not just two. 

Kissinger: We don't need to decide on the cove right now. We have some 

time. 


TO T s een pt /sensitive-xcds 
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PlKMocopy from Ckrikl R. Ford Ulirwy 


To r oeem T/SENSITIVE 


Ii It 11:00 o'clock there aow? 


Schleeiager; 


It lo 10:00 o'clock. 


How mejsy hour* ewey if the HOLT? 

Fourtees houre. 

(Reitiac a chart) 1 have tried to put all this la a chart, 
iadicatiog whea the key actioas would take place. The HOLT, 
we expect, will arrive at 12:30 Waehiagtoa time toartorrow. 
The CORAL SEA aad the HANCOCK wUl arrive laUr. We 
are aot sure of the latter's arrival time because it is haviag 
trouble with oae propeller shaft. 

The Mariaes are all airborae. They are oo the way to Utapao. 
That if the 1,000 Mariaes. The 150, with their helicopters, 
are already there aad oa the alert. The 1,000 Mariaes will 
arrive arouad 0300 tomorrow morniag. That is the time for 
the first oae. After that the others arrive every few hours. 


Presideat: 


Tbea the HOLT arrives at 11:30 Eastera Daylight time 
tomorrow. That is 2330 Cambodia time. 


Aad the CORAL SEA about 28 hours frO'm aow. 

It is maklag 25 Icaots. The plots arc pretty good. It is moving 
towards the spot. 

That it aot flaak speed. 

That is the best time that they caa do. 

Flank speed is 33 knots. 


Jones : 


The Navy says that that is the best time that they can make. 


Rumsfeld : The information this afteraooa was that the HANCOCK would 

arrive os T riday. 

Jones; Tbia it very temout. They ere working on one of the shafts. 
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noMxfry (ran Getitd R. Fwd Likniy 


TO P-SCCJtBT /SENSITIVE 


Ruin*(»Id: 


That ia 2200, Friday, the 16th? 


Jooea ; No, the ISth. 

SchleaiiiKeri We are in lerioua trouble on the nAAChaoioal iid*. One 

abaft ia out oo the HANCOCK. The OKINAWA haa an oiler 
out. It ia mahing only 10 knota, Thera haa beefi a aariea o( 
ntiabapa. 

Preaident; What can be done before daylight enda ovar there today? 

Schlealagen We have 11 choppara at Utapao. W« cao run operationa againat 

the veaaaL ia additiee, wa eaa laad oa the iilaad with 120 

Marinea. We can aupport that with the force from Okinawa. 

All together, »e would have 270 Mariaea. Ia all probability, 
we could take the ialaad. The Marinea eatimate that there 
otlghl be about 100 Caanbodiaaa on the ialaad. We would prefer 
to laad w itb 1,000. 


Preaident; 


Schleiiatart 


Kieainger; 


If you do not do it during thia daylight, you have a delay. How 
long would it be? 

24 heart. We do net have the HOLT there yet. The HOLT will 
arrive at noon tomorrow our time. If it ia to do anything, 1 
would prcftr to wait until the first light on the 15th. Until the 
CORAL SEA nrrivaa, all wa can uaa ara tba halicoptara at 
Utapao. 

Now would tha Mariaea get down? 


Oa ladder!. 


Schlaaingar; The helieoptert would hover. 


Kiaainear: 


But U there are 100 Iroopt oa the ialaad. why da we aot attack 
it? 


Preaidant: In thia daylight cycle, you could put 120 oo tba ahipa, and 

270 ea the itlaad? 

Jooea ; The total lift it 270. Our plaa wai to a eiae tha a hip with 120, 

and then to nee the Marinee from Okinawa to try Co go oo Che 
ialaad. 


:/SENSITIVE - XGDS 
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OKUained 

from Gerald R. Ford U/bttcy 


TO P ' aDOnB T/SENSITIVE 


8 


It if hMfrdout to go onto the itUod with this (irft group 
b«c>ua« you do not bav* time to rocyclo. We would have to 
let them remain there overnightt agalnit a force that we do 
not know. 

Ktaetneer ; Ooea the CORAL SEA have hclicoptera? 

Jonee; No. It hat only two or eo that it uaee Iteelf. But we could take 

the Marlnca on to the CORAL SEA, and thus get them dote 

to the ieland. 

Klaaloaer ; I underatand we only have II chopper*. 

Colby; Couldn't the 270 protect themeelvea agaioat the force on the 

leUnd7 

Jonef! W» have nothing to confirm the exact force on that Ieland. 

I do not tee what we gain by going on with that force tonight. 

If you eink the boats in the area, and all who approach, it does 
not matter if we have anybody elee on the island. At that 

point, nothing will be moving. 

My initinct would be to wait for the HOLT and the CORAL 
SEA. You can then work with the Marine! from the CORAL 
SEA. Nothing can happen in the meantime. Then I would 
aiaemble a force and raally mova vigorously. 

In other wordi, the time you gain In this cycla if not worth 
the gamble. 

Kieeinger! Later you can do more. Jt might work with the 270. But It 

it a risk. It should be decisive and it should look powerful. 

JoneS! But it cannot be In 24 houre, only in 48. Once you atari 

cycling, it takae time. 

Schleainsar; I think that Henry (Klaainger) ia thinking of going tomorrow 
night. 

Rumefeld: But you have only a few houra IcA of daylight. 


TO P S EC Rg T/SENSITIVE - XCDS 
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Dectauiried 


TO P SECK ' E T/SENSITIVE 


Joaet; Tbkt would not ba enough. 

Sclileiiager i We need the morolag of the 16th for a coordinated acaault. 
Ktnainger: We are talking about 48 houra. 

Preaident: In other worda, you are taiking about Tburaday night our time. 

Jona^ On Wadneaday night, the CORAL SEA will help a little with 

ita figbtera. But not with Marinaa.^ Maybe the HANCOCK 
will do it. 


Kiaaingar: 


You alao have the HOL.T. 


Joneaj_ With the CORAL SEA. you have other veaaeia aa wall. Vou 

will have a total of five ahipa. You would have a good force, 
but it ia vary late at night to begin to cycle the Mariaea. 

Colby ; Our eatimate waa that there were 2,000 in Kompong Sotn. 

There la not a largo force on the taland. 

Preaident! Do you think we can figure with 1007 

Colby; Yea. The KC have juat arrived in power. They have probably 

not bad time to man the laland more fully. 

Clemente; In the time frame that you are talking about, there will not 

be an ialand worth taking. All the Americana will be gone. 

Preaident: Not If we knock out the boata. Unleaa, of courae, they leave 

at night. 

Clemente; Right. I think they will gat out. The HOLT will protect the 

chip. But that ia not what mattara. 1 doubt that there will be 
anything on the ialand. 


Rumafeld; 


Can we not use flarea for thia? 


The main thing we uac at night ia infra-red. We can read it 
at night. The P-3'a alao have aaarchlighta and flarea. 
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Rumiield; Tbt P-?'t abould be good et Keeplag tbe b 9 >t under control, 

Jnnen Yifi unle»« the w««tbtr »* b»d- 

Clemeatt. The *m«U be»t» cm get thrpugb. You cannot get control. 

Colby t The KC may ley lomethiag fooo. 

Preatdeni; It ■eemi that at a minimum we thould wait (or the next daylight 
cycle, with the HOLT getting there. 


Kiaalaaer: 


The HOLT will be thera than. 


Preaident: Right, la it the unanimoua view that we ahould withhold action 

until alter the CORAL SCA hnt a lull day there? 

Schleainteri 1 think you ahould wait. 


Colby: 


y Clemanti: 


fi. Colby; 


Thia ia net my buaineaa. I do not think you ahould go tonight. 
But I worry about what might happen later. If they get Locked 
In, U they take repriaala, it would be very difficult for ua. 

I would like to take a middle poaition. Once the HOLT geta 
there, we will have aome control. We can do a great deal. 

I think that with the Marinea, you have to go a»oo. 


Kiaaingar; 


I am vary leery about that operation uaing laddera. 


Schleainaar ! If thara ia tokan raaiatance on the ialand, the Marinea can 
handle it. If there in more, they can try to lock in and get 
more Marinea to land the next day, with the HOLT (or additional 
(upport. It it a dote call. There are the prenturet of time. 

It ie aleo potaiblc that the Cambodiana will dacida to execute 
our men. 


Cclbv ! 


Once we take that thip, the clock it ticking. 
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Clrmenti; 

Ki»«in»er: 

Pretldejst: 


Colby ; 

Schl«»iaB«r : 


The HOLT CM get them, by ipethiag to thtir with loiUI> 

(poakara. It can let them know our positioa. 

But that is not the Itsue. We should not look at though people 
CM localUi M Utue. We have to vie Che opportunity to 
prove that other* will be worse off if they tackle ue, and not 
that they can return to the atatui quo. 

It is not Juit enough to get the ship' a releaae. Using one 
aircraft carrier, one destroyer, and 1,000 Marines to get 
the ahip out ia not much. I think we should aeiae the island, 
seize the ship, and hit the mainland. 1 am thinking not of 
Cambodia, but of Korea and of the Soviet Union and of others. 
It will not help ycu with the Cosigress if they get the wrong 
tmpreaalon of the way we will act under euch circumatances, 

.Aa for tha 270 Marines, it had several components. There ie 
an advantage in speed. The problem ie ii anything goes wrong, 
as oftOB does. I think against 100 KC you would lose more 
Americans because you do not have overwhelming power. I 
am asauming we will not negotiate. We mutt have an uncon¬ 
ditional relsaae. On balanca, I wotild like to get a more 
reliable force. 

If you want the ship and the Americana, why not let the HOLT 
do it? Let the HOLT broadcast that if the Americans are not 
released, all hell will break loose. 

What would hall mean in a case like that ? 

Let's do an add-on to Colby's suggestion. The HOLT is there. 
You land 270 Marines. You bomb the airport at Slbanoukvllle. 

My schedule is to land the Marines today. 

Until the CORAL SEA gate there, we have only the aircraft 
from T h a il a nd . The inhibitions on the use of the aircraft from 
Thailand art greater. 

No, you have the B-S2'e on Guam. They can be used, 
if you knock out every boat, you have affectivenea a. 
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Kitftng^r; Tha.t if «tlU Ipt*4i*i<>g it. Wp will itot get that many chance*. 

Af Jim it would txscerbaU th« Tb*i problom. 

Prt»td«Bt: U w* order the Maruiet to go from Ute-peo, we could get 

270 in there. 


Kioinger; 


Pretidcpt: 


* & Kisilna 


Ki»«inger: 


That wae before -we lo«t two boUcoptera on SAR. 1 would urge 
agaiset golag titia daylight. The Marine* would Juit be landing 
at Utapao. The helicopter pilot* would be tired. Nobody 
would be mated up yet. It would be a difficult operation to b« 
launching at that time, eepecinlly aince we could not follow up 
the lame day. 

If you were t« give the order* now, Mr. Preaident, there would 
etill be aome hour* of dalay bafora the mc**age* were received 
and before the preparation* were made. By then we would 

really only have three more hours of daylight left in older 

to conduct the operation. 

So we rule out any action on thi* daylight cycle. Then, on the 
next day, the HOLT get* there. We then have some more 
option*. The CORAL SEA, however, doeen't get there until the 
next cycle. 

If you wait 24 more hour*, you have the HOLT and you also 

have the fact that you can u*e 270 Marine*. 

And. in fact, you have 250 more than you can put in. You alao 

have the CORAL SEA. 

I am not sure that I would let the HOLT go up against the 
veaael. It may be beat to keep the HOLT where it can 
blodud* the inland. Than we can seize the island. 


Schlesinger: 1 agree with Kissinger. But we have to keep in mmd that 

there are fore** on the i*laAd. That give* them tirne to 

prepare. It also given them time to scuttle the ship. 

Kinsinger: But they can still scuttle the ship, even with the HOLT alongside. 

If w* could seize the ship quickly, 2 would agree. I did not 
know thaZ the HOLT could board. 


President: 


Unless sailors are different now, they are not good boarders. 
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Schl« linger: Covld aoir Mirinci do it? 


JoBf; Wo could get the Marine• on the ebip, but then we could 

not u«« them for other things. 

The euggestion is to go with the first light on the 15th, to 

get tbe K01.T and to held the island. 

Kissinger; My suggestion Is to seise tbe island. We cannot do anything 
tonight. By tomorrow morning, we can put th« Marines on 
tb« HOIjT. They can operate. I would gci for the island at 
daybrsak of the ISth. 

Sc hie slngsr; Tbs problem with that is that the CORAL SEA will not be 

there. If you want an overwhelming force on the inland, you 

should wait until the 16th. 

Kijssingerj Tbe ideal time for what I have in mind is the 1 6th. That 

would not just include the island but Kompong Som, the 
airport and boats. 

President! If you wait until the 16th, you have maximum capability. 

But the people in Utapao should be prepared to operate as 
soon an the HOLT gets there, at 11:30 tomorrow night. The 
Marines should be alerted. 

Klsalnger: Tbe HOLT gets there at noon tomorrow. So we can go 

from first light. We could seize the island and the ahlp. 
That, however, would not give ua the CORAL SEA for such 
operations aa we would wish to run against Kompong Som. 

Schleelnger : You can get 250 Marines in helicoptara. 


President; 


Rum Sfeld: 


That would mean 500 in two cycles. 

Tbe operational orders should be set up so that the HOLT end 
the Marinas ean go. We do net know what will bappeo in 
24 hours. They have optiona also. We can mnka a decision 
tomorrow if we want to. But we ebeuld have orders ready 
to go so that they can mO'Ve within 24 hour*. That would 
be for tht HOLT. th4 Marlnei, and tb« B>52'i. 

Whan would it start, then? 


TOP 9EORE T/ SENSITrVE. XGPS 


85 




DecUuirtcd 

rran Ccraid R. Rxd Ulitity 


:/SENsmvE 


K2**^St*£; At 2200 houTi tomorrow. 1 think th«t wboo we mow, we ebould 

bit the meinlend as well as the island. We should bit targata 
St Kompong Som sad the airfield and say that we are doing it 
to suppress say supporting action against our operations to 
regain the ship and eeiae the islaad. 

U the B>S2's can do It, I would like to do it tomorrow night. 
Forty-eight hours are better militarily. But so much can 
happen, domestically and internationally. We have to be ready 
to take the island and tbs ship and to bit Kompong Som. 


President; 


I think we should be ready to go in 24 hours. We may, however, 
want to wait. 


Schlesinger : We will be prepared to go on the morning of the ISth. We will 

see if we can get the Marines on the HOLT. At firs t light, we 
will have plane to go to the itlend. Simultaneously, we wUl go 
for the ship. 

We will have the B-52's at Guam ready to go for Kompong Som 
But 1 thiak there ere political advaauget to uiiag the aircraft 
from the CORAL SEA. You will have mors problems on the 
Hill with the B- S2' • from Guam. 

Vice Preeideot . Why? 

Schleeinger: Tbs B-S2't are a red (lag on the Hill. Moreover, they bomb 

e very large box and thsy sra not so accurate. They might 
generate a lot e( caeualtiee outside the exact areaa that we 
would want to hit. 

Preaident: Let's see what the chiefs eay is better, the aircraft from ths 

carrier or the B-52's. It ihould be their judgment. 

Kiiiinger: But the CORAL SEA would delay ua 24 hours. 

Rumsfeld : But do we have to wait for the CORAL SEA actually to arrive? 

Sc owe roft! No. Their planes can operate at eontiderable diitanee. 

Pretident! On the IStb, we can uee the B-S2's freen Guam. On the I6th, 
we eleo heve the aircraft from the CORAL SEA, 
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JoBot ; Except, Lf you u«» the OCItAL SEA, it UsniU ■om« ■•■•ta. 

Everybody it now oa alert. We caa do it when you aay. We 
are ready to go. 

RumafaId : la it not poaaibla that the CORAl, SEA aircraft could aCrika 

Cambodia area whea Uaa CORAL S£A ia etiU liours away? 

Schlaalnaar; I'm not aura it would be clo'aa anough. Let me check. 


Rumalald: 


The CORAL SEA could be there oaar that time. 


Let me check. 


Prealdeat: 


SeltlatiBtaf ! 


You may hava aa oparatioaal problem. U you have to turn the 
carrier into the wind in order to diapatch. aad recover air¬ 
craft, you may loae time. 

Yat, bat'U you go for the 15th, you do net naed ita praaaaea 
ao aooa if you caa uaa the aircraft from a diataace. 


What do we have on the CORAL SEA? 


We hava fighter aircraft, Includiag E-4'a and A-7't. 


Kieaiarer: 


Would they be more accurate than the B-S2'a? 


Not neceaaarily. it depeada oa the type of target. 


Buchea; 


I eee two problama: 


-• The fir at ia Cooper-Church Amendment. 

-- The aecoad it international law. 

Preeideat; On international law, I do not think we hava a problem. They 

have clearly violated IL 

Buchen: We have the right of telf*deieaae> but only lelf-dafeaae. The 

Cooper-Church Aaneodment aaya ao actiona ia Indochiaa. 


Klaainger; 


I think you can lagitimataly aay that our aircraft art tuppretaiag 

beitlle action agaiaet our eperatiea. 
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Pr«»i.d»ot; 


W« caaxiot be that concerned in thie Inatnnce. 


Mareh: Thin afternoon, we had the MSC prepare a paper ea/ing what 

we would do. It ebowed that jrou would uee force in general 
tenna. Tha reaction from the people we talked to wae very 
favorable. 

Clemente; I bate to have ue lota eight of our objectivee in thle caee. 

‘tboeo objectivee are to get the Americane and the ehlp. If 
we want to puniah people, that'e another thing. 1 think that 
dropping a lot of bombe on the mainland wiU not kelp ue with 
the releaae of the Americane. 

Preeident; I think we have to ataume that the Americane were taken from 

the leland and that tome were killed. Thle le tragic, but 1 
think that we have to ataume that it happened. Ooea anybody 
die agree? 

(Cenernl expreeeione of agreement.) 

Vice Preeident ; At a briefing yeeterday, Congreaeman ZhblOcki. one of the 

proponente of the War Powere Act. eald that he would tell the 

preee that the U.S. could bomb the hell out of them. 

Schleauner ; We are not inhibited by the Wnr Powere Act, only by 
Coope r- Chu rch. 

Colby ; We think there are about three T-28'e at Kompong Som airfield. 

They could aee them. So there la a pocenhnl threat at 
Kompong Som againat our forcaa. 


Preeident; 


Can we verify thle? 


Thle le frocn a photograph taken on the 12th. 


Rumefeld; 


How are thoee aircrafte equipped? 


Colby : With bombe end guna. 

Kieeinger: 1 think tha woret atence ia to follow Phil'e concern. 

11 we only reepond at the eame place at which we are challenged, 
nobody can loae by challenging os. They can only win. 
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Tbit meant, 1 think, that we have to do more. The Koreane 
«ad other* would like to look u* over and to eee how we react. 
Under certain circumitancat. In fact, tome domettic cott 

le to our advantage in dennonatrating the aeriouenate with 

which we view this kind of challenge. 

Preeldent: Phil and I have argued for year*. 

Buchen : 1 have to atate the problems that we face. 

Preaidcnt: In thlt daylight cycle, unlest tomcthing unusual comes up, we 

will Cry to prevent boats going to and from the island. 

Kiaaineer: The latest intelligence shows that there are several small 

patrol boat* near the island in the cove, I think we should 
sink tbsm. 

President: I agree. 

Schletineer: There are four boate. 

1 think we should sink any boats that can be used to try to move 

the Americana. 

But not ths enat that carry Amsricaaa, 

I ditagrce with Ksary in ens case. The legal eituation in 
Indochina ia unique. We should emphasize that. The restraints 
of our actions are different from the restraint* anywhere 
all*. 

Kissingar; I would hit. and than deal with the legal implications. 

President: Bill (Colby) should verify that the T-28'e are there. 

At the second daylight cycle, we are prepered to do more. 

The HOLT will be there and the Marines will be ready to go 
on it and to be put on the island, with the B-52's and perhaps 
the aircraft from the CORAL SEA prepared to strike Kompong 
Som. But, unless there is some unusual developmtnt, ths 
actual action will take place 24 hours later. 
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Schleilaaer : Ob th« 16th. 

KL»iiflgar: You can decide it then. 

Preeldent; The preferable time ii 24 houri later. 

Ki eeinger: That ie when the best forcei will be available. Bat that has 

to be weighed agaiost other considerations for the extra 24 hours 
that you lose. I remember 1969, when the EC-121 was shot 
down off Korea. We assembled farces like crasy. But in the 
end, we did not do anything. Maybe we shouldn't have. We 
will never ksiow. 

Colby ; There ie one other justifiable Urget is the Kompong Som 

area. The old Cambodian Government bad 2S patrol boats in 

the Ream Naval Basa. 

(The President, Kisainger, and Schlcainger almost simul¬ 
taneously remark along the tines that Chat might be a worth¬ 
while target.) 

But this sort of thing would require the guaships out of 

Thailand. 

1 think we should do something that will impress the Koreens 

and the Chinese. I saw Teng Hsiao«Ping's comments in Paris. 

Are there an airfield and a naval base there at Kompong Som? 

Yes. 

Why not hit both ef them? There would be ae many ebjectioae 
to hitting one as two of them. 

Schlesinger : The question is whether you use the B-52's or the carrier 

aircraft. The B-S2 'b may represent the best image for what 
Henry is trying to sccomplisb. But, for Congress and othera, 
other aircraft would be better. 

President: Bill has to verify what thert >s at the airport. 

Schlesinger: We'll pat sonne T-28'a on the base. 
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pr««i<l^nt; Tomorrvwi w« will ttUl have Cbe Qptloai •• to wbat w« tbeuld 
do. 

Jop«» ! On Guam, U -we ar* ta do anything, wa hava to a tart pratty 

■ooo. But Ui«rt art lota e( praat thero. 

Ruaaifcld ; You would ba launchiag at about 4:00 pitn. tomorrow. 

Kiaaiagar; How long does it take to load? 

Jonea: There are many planea to load and to gat ready. 

Kiaaintar: ia the firat thing tomorrow itUl time enough? 

Jonea; I'm sot aure, 

Praaident: Are there any othcra in the Far East? 

Jonea ; Only at Utapao. 

Preaidcnt: We do not want that. 

Rumafeld: It ahould not take long to calculate the aoawer on the -queation 

of using tbs CORAL SEA. 


Vies Pmsidant: 


President; 


Everybody wants to know when you are moving. In New York, 
where I jaat waa, people expect you to be doing things. S« 
any steps you take in preparation will be understood. 

How many B-S2's would you use? 


Perhaps 6 or 9. 


Pre sident; 


Let's say 9. How many do you have on Guam? 


Jones ; I am not sore. About 20 or more. 

President; Every time I have looked at a B-52 base, they are always doing 

aomething. It should not be that unusual. 1 think, you should 
load them, and get them ready. 

Jones; There are about SO reporters on Guam right now, because of 

the refugees. 
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KUiiater: Con you toll tho commuMler to (but up? 

Schlooiagor; It will got out, lao matter how bard you try. 

Vice Preai-dont ; Perbape it would be good to have it get out. I don't thiolc we 
•bould cavil, 

Pratident! Let'i have Lbem get ready to carry out the miaaion U wc 

decide to do it. 

Hartmann: 1 am not an expert on military alfaira. I am juat an old retired 

captain in the Raierve. 1 have been lietenlng in terma of what 
the American public wanta. 1 think the American public waota 
to know what you are going to do. 

Thia criaia, like the Cuban miaaila criaii, ia the first real 
teat of your leaderahip. What you decide ia not aa important 
aa what the public pareaivet. 

Nothing, 10 far ai 1 know, has gent out to tha public to far, 
axe apt that we ere taking atept. It may be that we ehould let 
tha public know aomething of tha ttapt that you are taking. 

The public will Judge you ia eccordeace with what you do. We 
ihould not juat think of what ia the right thing to do, but of what 
the public perceives. 

I would tey nothing until afterwards. That will ipeak for 
itaelf. Then you can explain what you have been doing. 

If you eay tomething now, everybody will be kibitzing. 

But the press ehould knew of the NSC meeting. 

Hartmann! 1 think we aheuld eeneider what the people think we Are doing. 

Rumsfeld ! The delay worries me. 

Hertmann: Yea. 

Ktielnger! If we are going to do An integrated attack, 1 think we have to 
go in 22 hours. We ehotild not wait for e later cycle. 
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Riun*feld: 


I c&naot judK* if there would be a problem La talcing Che ialand. 
We' re ea/iag that it will be eac awnihiiaHng blew. 1 euAet 
judge if 270 Marines can do it. 

There would SOO. 


Kieelneer; But there will be 270 for four hours. They will have the HOL.T 

support. Perhaps they will alee have seme support from the 

CORAl. S£A. 


President; 


Do we have Marines on the OORAL SEA? 


I'm not aure. 


Kissinger: If the CORAI^ SEA can launch agaiast Kompong Socn. it can 

lauaeh agaieet the islud. We have te be sure that the landing 
has a chance of succeas. 

Jones; The probability that the Americans are gone causes the 

problem. 1 tbiak we have a high probability. 

Kieslllter; Then my instinct is with Rummy. We sbould go tomorrow 
night or earlier. 

President: Everything will be ready. But, if you do it in the oejct cycle, 

you have the problem of Thailand. 

Klsalng er: The ideal time would be Thursday night. But I am worried 

that in the next 48 hours some diplomatic pressura will occur, 
or something else. So we have to weigh the optimum military 
time againat the optimum political time. For foreign policy 
and domeatic reaaoni, tomorrow ia better. 

Preaident: The Thai will be upset. 

Kts singer; That ia corrsct, but they will alto be rsassurad. 


Rumsfsld: 


Can we be sure there ia anybody on the ialand? We might 
Just take a walk. 


Kissinger; 


If the Americans are on the mainland, then we have to rethink. 
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Ram* f ♦Id: 


li 'w* laak kt thi* tooight, we will know tomorrow. 


Pr«»Ld«nts If Jons* goa* back to tba Pentagon tonight with the order* 

to prepare, we will have detail* tomorrow. 

Jone*: Cverytliing i* now moving, except the B-S2'*. 


lager a oU: 


What is the flying time oi the B-5'2'*? 


Kieeinger: 


About 6 hour*. 


Jone*! Maybe longer. 

Schleainger: Can we tanker them out of Guam? 


Kieeinger: 


What will w* eay about the boat* that have been eunk? 


Buchen: We have to make a report to the Hill. 

Schleeinger: It may not get out that quickly. 

Preeident: My anewer would be, that we have ordered that no enemy 

boat* ahould leave the ialand or go out to it, but that if they 
did, they would be eunk. 

Kieeinger: 1 think a low-key pree* atatement can be iaeued, eaying what 

has happened. W* ahould tell the truth. We ahould eay it in 
a very matter-of-fact way, at a DOD briefing. 

Schleeinger; It will not etay low-key. 


Preeident; 


The order waa leaued that no boat* ahould leave. 


Kieeinger; We ahould eay nothing about the riot control agent*. We ahould 

aay that there were ALmericana posaibly being moved, and that 
live* were at atake. Some Americana are atill on the ialand. 

In purauit of theee objective*, the following boat* were sunk. 

One other reaaon ia that it is not inconceivable that the Khmer* 
will cave, and they ahould com* ia response to something that 
we bad done. 
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SchlttiagT: Sbouid w« say that thay wara auak from aircraft from 

TbailaAd ? That ia yoar prcblacn. 

Ktaaifl^ar; 1 am worried about it getting oat of band. We will look eneaky 

and furtive about aometbiag wa eboald be proud of. 

But the Thai thing does give me trouble. 1 think the Thai 
miltary will love it. But the Thai Government will eay that it 
doae not like it. 


Rmnefe Id: 


The Libarale on the Hill will put forward a recommeDdatioo to 
withdraw our forcae from Thailand. They will match thla with 
aocneraquaete from the Thai Govaroinaat. 

1 think that ie a good leeue. 


Hartmann: 


Bob Byrd» whom 1 regard ae a good antenna of eentiment. eaya 
that we ehould act^ 


Mareh: 


Gate eaya we ehould go in. 


Vice Preeident; In our etatem«nt« ehould we not call them launchee? 


Schleeingerr 


The boats are of different aiaee« 


Kiseinger: 1 would urge that the epokesmaa make a ehorK announcement at 

noon tomorrow. He should explain why we sre doing it. He 
ehould eay that it wae ordered by you» executed by the National 
Security Council, and then anewer no other queetione. Thie 
would be noon. By 8 o'clock, we will have decided the other. 
That will add to ynur etrength. 

fGeneral concurrence. ) 


END or MEETING 
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Prttldtnt! 


BUI (Colby), cu «• hitro your report on the 

lat«*t aitoatioa? 

Mx. Pxaildau, w« hex* •om* new in£6rtn«- 
tioB on. tba etetue of Khmer Communiet 
force! 1b the Kompong Som * Koh Teng 
area. 

The meet reeent reoeeBaifeanee eoneeming 
naval craft iadicatea that there are 24 armed 
ihipa In tho viciaify of KonApeng Som -• 13 
coaetal patrol hoats. 10 riverine patrol boata, 
and One lubmarlae chaser. 

In addition, there are 3 utility launching 
craft (LCUa) at Kompong Soin, and one LCM 
at Ream. 

Aa for air strength, our preliminary analysis 

of 12 May...showed three T -28 

fighters and a total of sin transport aircraft 
at Kompong Som airfield next to the port. 

There is also a substantial remaining number 
of some lOO T-28 aircraft left at Pochentong 
Airfield near Phnom Penh when it fell. 

For air defense, tha Commuaists have 
apparently deployed antiaircraft artillery 
near Kompong Som and Ream. P relimiaary 
analysis of 13 May photography shows that 
there is one 3?-mm antiaircraft position just 
south of Kompong Som, and two 37-mm posi¬ 
tions southeast of Ream. 

These weapons are some throat to aircraft 
flying within 3 nautical miles of their location, 
and under 14, 000 feet, 

la ground strength, KC comhat forces at Kom¬ 
pong Som total soma 2,000 troops. This force 
could he quickly augmented by the remaining 
14, 000 troops scattered throughout southwestern 
Cambodia. 
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Ki»itag«r; 

Colby: 

Pr«tid»nf. 

Clomenti: 

Colby; 


PbotorocOBaktanBco of 13-14 Mmy Idoatiflad 
> probable lOS-mn lunrttxtr poaitlOD ead a 
pofiible coaatal aitUlary poittlon of imidaatifiad 
caliber jnet south of Reami 

We hare now obaerred one more large landing 
craft (LiCU) at Kompong Som than reported in 
last aigbt's brieXinga This ship could trans¬ 
port 800 troops. This gives the KC the 
ability to more abbot 2| 440 troops simultaneously. 

Those landing cnfti U OBOpposed, could reach 
Koh Tang Island in a little over 4 hours. 

The Cambodiane have apparently transported 
at least some of tbS American crew from Koh 
Tang Island to the mainland, patting them 
ashore at Kompong Som port at about 11:00 
last night, Washington time. 

How do you know that? 

From observation. 

Of the boat last night? 

That would be just the pilot report. 

There is some more Information. 


Bringing at least some of the crew ashore 
suggests that the Cambodians appreciate the 
value of the American crew as hostages. 
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otfaring bop* that thay wUl ba kapt aliv* by 
thalr captora to pxaaarva thair utaluloeia 
ata bargaLning chipa. 

Tha Amaricans taJean aabor* rwy hav* b««a 
tPajjapo«ad furthar inland by tha Cambodlana, 
and at praaant than is no aray at taIliac 
whara thay may ba. 


Of tha fiva Cambodian gunboati that wara 
daployad ai of latt oigbt (Waahingtoo tima) 
around Koh Tang Island, thraa hava been 
sunk by AtBarican aircraft. 

At latast report, only ona gunboat ramained 
a littla over a mila south of the island. 


Around midnight (Washington tima). a U.S. 
tankar aaroute to Bangkok reported that a 
Swadiah-ragisterad rafrigarator ship naar 
Panjaog It land, wall toutb of Koh Tang, bad 
baen attackad and shot at by a Cambodian 
boat. AtSiOOa.m. a U.S. raeaBaaitaanea 
aircraft observed the ship. It showed no 
Sign of dittraaa. aad new appaara ea itt 
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Donn«l court* tc Bugkok. A *r»U 
not btllartd to b« t guabott, tightad 
} mUtt toUewiag tb* aliip't ttmt 

court* tad tpatd. Aecordiag to prati 

rtpont from TlaUud, • Ptaamtai*'] 
fr*igiit*r wtt dataiatd for about two hours 
is tb* »*m* traa today. 



• • • P • • f * 


It th* HOLT thort aow? 
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PraitJant; 


Is this also a dastroyar or a daatroyar ascort? 

This Ls a dastroyar. It will ba od station by 
1750 Eastern Daylight Tima. That nneans wa 
will hare two ships on station badora wa begin 
our operations. 


Kissinsar 


Why are wa no* sinking tha boats? 


Jonas ; 


The report we have did not indicate it. 




What mission has bean givan to the HOLT and 
to the WILSON? 


The WILSON is just coming on station. We will 
instruct it. 


Kistinaer: 


la the HOLT instructed to stop ship movement 
to the island? 


Jones : 


Tha HOLT is now about 12 miles out beyond the 
island. It if not able to stop movement to and 
from the island. The reason it is that far out 
if that we did not a mat to tip our hand to the 
operation. 


President; 


1 had the impression that the HOLT would 
Station itseli between the ships and the land. 
I am amazed at thia. 


It la night, Mr. President. I do not recall any 
•pcclflc instructions to this regard. 


Prssidspt: 


It doea no good to have tbs destroyer 12 miles 
out. It can't stop a boat. Why did we hurry to 
get it there if it ii geiag to stay that tar out? 


Ws got it there because we wanted it to help 
in the operations we will conduct. 
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R'untfald; 


Colbn 


RuTn»f«ld: 


How »bout the T-Z8'a that are now at Phnom 
Panh airpoit? Could they help oppoee our 
oparatton at Kompon^ Som? 

Yea, but they could not remain in the air (or 
long at that dletance (rom their baee. 

They are not a real factor. 

I am thinking of the airport. If they could uee 
it, then we -would have a atronger argument to 
hit the airport. 

Theoretically they could, but they would not 
have much time on atation. 


Preiident; 


When does the CORAIw SCA get there? 
abeut the HANCOCK or the OKINAWA? 


CORAL. SEA aircraft are now within the range 
of the objective area. So it*s on etation. 

The HOLT is also on station. She stayed out 
beyond the island because of the plan to put 
Marines on her. That Is why she is over the 
borlson. 

The CORAL SCA is within the ranje of tactical 
air and can put them in. The HANCOCK could 
arrive on the scene around noon of the I4th» 

O. C. time. She is loaded with helicopters. 

The WILSON will be on station thia evening. 


President; 


So* as of nowp the HOLT is there* tbe CORAL 
SEA is ready* and the WIUCN will be there 
soon. 


President; 


In two hours. 

What is ths rscommeodation of the Defense 
Oe^rtment now regarding operations? 
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Schluinfr : 0«ve (Jenet), plMie giv« it. 

Jon«« ! (SbowiBi • ebkxt) We receotmend tbat we lend 

tonight on the Ulead end on the ebip. We een 
do U with high •••unnce of eucceii. We hewt 
the B-52'o on eleit but we do not recommend 
uelng them. From the targeting ttandpoiat, 
it representi orerkill. We might uee them for 
political or diplomatic reaioDii tboogb that 
would «eem mixed. 


FrtiUtnt; 


Are all the chart number* in out time? 


Jonee : 


Pretident; 

Janei i 


We would lend people a* followa; 

The Marine* to recapture the boet end to 
diemantle any exploeivo agenti. 

The hellcoptert can go at firet light. They 
can gat people onto the Holt, It would teke 
two houri for people to get organixed and croee 
to the MAYACtlEZ. They could etert out with 
riot control agenti. Thii probably would not 

IncepecUat* them long, perhep* for about 10 

nninutei. The HOLT would then come along- 

eid* and ell the Merino* would come over end 

hopefully lelxe control of the vend. Our 
Marine* would in*p*ct it, ■« would an OO 
team. Then It would be moved out. 

The helicopteri come from where? 

From Utapao. 

Next, the tactical air. We have tactical air on 

the *cane now. We have gunehip*. fighter*, etc. 
We can ittppreii fire. We have initruction* to 
nninimlze fire in ca*e the American* ar* there, 
but ta protect the people who are landing. 
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Eight halicopter* with 175 Marinas sb-oard 
will land on ths island around sunrita. Tbara 
ia a four-hour racyelo tUns to Utapao. Tbs 
next wave of 235 or moro would than come to 
givs us ovsr 600 Marinas on ths Island by dark. 

Ths 175 can sscura thsmsalTss, srith gunships 
and tactical air. Whan ths second group 
arrives, we can cut off the neck of the island 
and move out. 

President! I understand our time for this is 1845, but that 

it is already the 15tli over there. Is that 0645 
or 0745 over there? 

Jones : It is about 0545. It is around sunrise. 

Hers la a picture of the island. The Marina 
In charge has recosnoitered it. 

A close check Indicates an open are* with 
trails leading into the woods. This ia the 
preferred landing cone. Also, they might 
land on the beach. It is wide enough. It is 
the only opening on the island. Later, we 
would want to cut the island la two. 

With somewhat over 600 Marines by nightfall, 
we Should have a good feel for what is there. 

We can perhaps withdraw the next day. We 
could bring the Marines out to tba COKAl. SEA. 
This gets them out of Thailand. Or, of course, 
we could go back by Thailand. 

Tactical air baaed ia Thailand would provide 
most of the cover. It has ths gunships and the 
riot control agents. 


That is the operation as we recommend it. as 
a joint recommendation from all the JolAt 
Chiefs. 




104 







DeclaulIM 

rnma OenM H. Font Ubniy 


10 


Pfttdeot: 


What about the COKAL SEA and B-S2'a7 


P rail dent: 
Jonc»: 


There are three targeta: 

•* First, ttie atrfisldat Kompong Sotn. 

• ■ Second, the naval poit. 

-• Third, the regular port. 

There ie not much to hit on the airfield. There 
ta not much around the naval port. Greater 
targeting is around the other port. We have 
found two ships of unidentified registry, with 
other craft around also. There are about 10 
boats there. Eight of tbem look like fast patrol 

craft; one is unknown; one other is a medium 

landing craft. 

Where are they located? 

They arc along one dock. 

There are buildings, POL, and other things in 
the area. 


President; 


If we choose to apply the B-SZ's, we could put 
three on o«e target, three oa the other, and six 

on a third. This would cover the area of the 

targets. 

Docs this include the breakwater also? 


Jones : 


We would cover the breakwater in one portion 
of the target area. But It would be very difficult 
to damage it. You would have to have a direct 
hit. 


The B-$2’s would take about six hours from 
Guam. They fly at a high altitude so there ia 
no threat to them. 

I thought they would be on their way by now. 
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Prtijjtm; 

SehleilBitK 


No. W* juit pot thorn la reodlatti. 

WUh 0 unit e( throo oireroft, tboro would bo 
about 125 woapono. Tha coneontration is in 
ibo eoBtor. Thor would prohoblr net hdt tho 

braakwotar. 


Jonaa ; 


At for tbs CORAL SEA, It baa about 48 
aireraft. Abotf 100 otnait bocnbi aro 
availabls, such at la tar guided or Wallayaa. 
They could be uood with gtaat procUioo. Wt 
would firtt ooad artnad reconsaitaance tud 
tbOd go for baavy targatt lUca COnOtfuctiOA, 
POL, tba wmrsboutaa, ate. 


PrOlidcati 


Jen at ! 


tidaat: 


Klttipoor: 


Wa have 21 F-4'a. 24 A-7’t. and 6 A-6't. 

Thors ars 81 guidad munitions On tha CORAL 
SEA. Tbsy ars about halfway tplU batwaan 
later and the Wollayot. 

What will b* the etdent of the damage from tho 

CORAL SEA at compared with tha B-S2't? 

With tbs bonnba from the carrier you could 
taka out key targatt. With the B-52'e, yOu 
*•» mors bombt, interdiction of tha runaray 
and of tha port, etc. We would gat additional 
buildings, including collateral damage. 

The key targets you could get from the CORAL 
SEA. With B*S2's. you will get matt. 

What would be tha altitude? 

About 6400. 

How is tha areathar? 

It is now suitable. It might be cloudy from time 
to t ime, but not for long. 
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Iseaax- 


Tti* prediction t« for potehy ara«s. 


Kinla»«r; 

Imam : 


Kiningcr; 

Joneg : 


Pretidcnt: 


Rvimefcldi 

JoncF ; 

Kii winter; 


WUb tbe CORAL SEA, -wo woold hove a 
continuoaa Qovr ohiftiag from target to 
target. 

How long will the operntion continue? 

From about 2250 tonigb until the and of the 
day (4:00 a,m. tomorrow). 

How many aircraft? 

About 70 percent of the aircraft. We would 
uee a lot nt flrat, and lee* later. 

They could reload and coma back. 

That'* right. They could recycle. 

What U the purpoea of having it go 8 hour*? 

To hit all the target*. It could be la**. 

Would we keep it up while the Marina* are 
on the i*land? 


Jonei : 


The operation on the inland 1* being aupported 
from TbaUand. We would bave, from the 
CORAL SEA, a number of aircraft and target*. 

You would have, with t bo** a ire raft, enough to 

hit all tbe target*? 

Not the breakwater or tbe runway, but every¬ 
thing * 1 * 0 . 

But they would have time to get all the *hip* into 
action. Ai it itanda now, tbe B*S2‘a would net 
get there until later. 

We could start from the CORAL SEA earlier. 
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I b«ve a <]uaftlon. Tou ar* landing on th« 
island at 6:45 a. m. and on tha ship at 
8:45 a, m, ; could thay not sink tbs ship? 

As for tbs island, oor timing dscisioo is 
baaed on the capacity of tbs bslicoptars and 
on tbs cycles ws nssd to run. It is already 
sliding slightly. 


Kiasinasr; 


Tbls helps you with tbs bombing. 


Schlesinssn 


That has already slid. 


Vir-s President : Then you wont get all tba Marines from 

TbaUaad? 

Schlsiinser: W« caiuiot. Tb«rs art 1200 oi tbtm. 

President- It tbit your recommesdation on how it should 

be handled, and is it just a matter of time? 


Jonas: 


PrsstdSAL 


We would need to get the order out as soon as 
possible. 

They should launch both operations as quickly 
as possible. 


Clements; 


At first 11 ght. 

That's right. But that may be a moot question. 

We will have good communications in order to 
be able to fellow everything. 

On the HOLT, let's be specific. We are supposed 
to have real time voles, as well as two-minute 
interval coded conoiawication. 


President: 


Hew soon do you estimate that the three heli¬ 
copters, with 63 Marines, will be airborne? 


It should bo within an hour. 
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PrtitatBti 

J OP«i : 


Kl»tiii»err 


Thay are about 40 ininuta* bahind your achadula. 
Tbay abould (till maka tt. 

Tbay are learlsg (imultanaouily. 

Tba HOLT la flrat. 


(At tbi( polst. Admiral Holloway leavei tba 
room to conununicata instructioix.) 




How, ragardiag tba B>S2'a and tba CORAL SEA. 


Jonai ; 


Tbaro are aarioua possibla timat on tbia. 

Are you taking tba lalaad to gat it or tba people? 


Schlealnaar: 


Becauaa ol tba people there. 


Rumaleld; 


We will plan ta taka off from tba ialand in 
24 boura. 


KitBiPMl; 




Kiaaiaaer: 


Schlasinaer : 

Klaainaer: 


Colbv : 


1 would not anawer bow long we will atay tbera. 
We ahould aay that we will try to find our people. 
We are not aura how long it may be. 

Privately, we ahould aay wa will not atay long 
enough ao that we would loaa face and have to 
get off too late. 

There ia no point in ataying on the lalaad after 
we have aaarchad it for our man. But I think 
we ahould not aaaure anybody ahead of time when 
we will leave. Wa will move at our own pace. 

What about any priaonera we take? 

I would keep them. 

Remembering what happened at Son Tay, 1 
would aay that we a re planning to look for people 
who might poaatbly be there. We ahould not be 
too poaitiva that tbay are there. 
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Jon««! 


Tba point it that we are (oiDf there to 

our poepU, net t ho InUnd. 

With the CORAL SEA, on« *aU**ties thU 
haf b*«n mad* ia to L**a» aa oltlmatom that 
woxald say that within ao nnaay hour*, uala* t 
jroa tall ua you ar* relaaaing tha Amaricaas, 
th*T* would ha air ttrikaa. W* could alto do 
that with th* B-S2 atrikaa. 


Rumafald; 


Kiaaintar: 


RagardLng tb* ultimatum, I think thar* ar* 
thro* way* to do it: 

-- Plrat, publicly. 

-• Second, privately or diplomatically. 

-• Third, you can gat into a taUy pull with 
th* paopl* on th* acan*. 

I think on* and tbra* ar* bad idea*. The beat 
ia th* aecond. It muat ba apacific and muat 
have a diplomatic initiative. 

W* aant a maaaag* to th* Secretary Cwnaral 
today. W* could not gat a batter way to 
communicate with the Cambodian*. 


That meaaage wa* delivered at one o'clock. 

W* thought of giving an ultimatum in Peking, 
but it ia too complicated La term* of the tinn* 
involved. 


Srhieairtcer : How about a local ultimatum? 

I have no objection. But I do not believe that 
our action ahould be dependent on am ultlntatum. 

Fundamentally, the purpoa* of our atrlke* 1* to 
protect our operation*. I corild be talked into 
taking out tha 100 aircraft at Phnom Penh, but 
I do not want to upaet peopl* too much. 
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But wm (bould move roAativaljr and fizmly. 
VTt aboold tay ttuU «« ara going to protect 
the operation to gat out our people. 


BTKhtn: 


PitildtaL 


I do not agree. U they ara not tiMre on the 
ieland, you than laaue the ultimatum. 

Suppoaing -we do not liad them all? If the 
operation la carried out in proper time 
aoquence, they will land on the ialaad at 
184S and on the HOLT aarllar. (Pointe to 
General Jonea* chart) On the achedule you 
have there> the CORAL SEA ia about two 
houre after the HOLT, and about 4 houra 
alter the inland operation. In that apace of 
time they can find ovft whether the Americana 
ara on the ahip or on the ialand. 


Kluingtn 

Preaident; 


The firat group cannot search. 

No, but it can perhapa flnd out if the Americana 
ara there. That givea ua aoxna Oaxibility. 


But 1 do not think we ahould delay. I think we 
ahould go on achedule. Than, whether or not 
we find the Americana, you can atrike. 


Btichen; 


But an ultimatum may be the only way to get 
the Americana out. 


Ktaainaer: 


Rather than have an ultimatum, t would advance 
the atrikaa. 


I think it la eaaential in aituationa of thia kind to 
make clear that it ia we who define the haxarda. 
We can argue that we are doing thia to protect 
our operation. What we have to get acroaa to 
other countriea ia that we will not confine our- 
aelvea to the areaa in which they challenge ua. 

So 1 think we ahould do the atrike a at the time 
of the operation. Then, if we have not found 
our people, we can mine or do other thinga. 
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We cen else letue en uttimstuxn. We cen eay 
the.! th* 100 aircraft wae a protective operation. 
Of course, we would have eome diificaltiea 
with people on the Mill and with othere. 


Colbv : 


Tho problein ia that the KC could put Z, 400 
people on that island within 4 hour a, if they 
are not blocked. 


Preeident: 


ftflllrtHi 


So we bare two reasone to (peed up the CORAl, 
SEA operations, so that its first attack coincides 
with t^ attack on the island and oo the ship. 

If we use the CORAL SEA, you are then ustnf 
it to protect the people oa the operation. Second, 
if you use the CORAL SEA with tho smart bombs, 
you are hitting military targets and yon will not 
possibly do harm to Americans. 

There are only 80 kmart bomba. 


But we have other armaments. 


Buchen: 


You have two neutral ships, 
they have a chance to get out 


With an ultimatum. 


Rumsfeld: 

Buchen: 

President: 


I suggest we expedite the CORAL SEA as soon 
as possible. It cannot go before the other 
operations, but at the same time. It would 
go after mobile targets at first, and other 
targets later. 

The logic ia to protect the operation. 

But we should avoid the neutral ships. 

If they are Cambodian ships, we should sink 
them. 


Sshiuiaui- 


The leak regarding tbe B-$2'a is not too badL 
It shows that the President will use them if 

Dec:essbr)r. 
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PrtiMwt; 


Ki»»Ln««r; 


t tUaJc you ahould raaxunln* the CORAL SEA 
oparstion with tha axpactation t» kaap it goin^ 
Haary, wbat do you think? 

My racommandatioa ia to do it farociouily. 

Wa should aot Just hit moblla targats. but 
othars as wall. 


Schlaiipgor 

Prasidcnt; 

Buchan; 


Wa will destroy wtsatarar targats thsrs ars. 

And thay should not stop until wa tall tham. 

You hava tha ra^uiramant for coesuleation with 
Congrats, If you bit huildingt, you might hit 
Amaricant. 


I think thay would bare moved tbs Americans 
20 miles inland as soon as possible. 

Admiral Holloway; If we now go to usa tha CORAL SEA it will hit 
before we taka the ship. Tha first wave wiU 
bit targets connactad with the operation. Later 
waves will hit other targats, including tha three 
that we hava discussed: tha airfiald and the 
ports. 


Schlasingar: 


They cannot fracture the runways. 


Preiidant: 


Can you gat tha boats? 


Schlasinsar: 


That is possible. 


Praiidsnt: 


I think wa should hit the planes, tha boats, and 
the ships if they are Cambodian. 


Schlsiingar; 


Wa will make a positive identification that thay 
arc Cambodian. 


On the Hrst operation, the fighters will coma 
back and report. First, you can go for tha 
runways; second you can come back with tha 
required strikes. 
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SehUiinier 

Hollowar 

Scliltilnur: 

Klnin£«i 


How foo«? 


Thri* houri. 


Tbkt would b« about 7 o'clock. 

Tbey ibould not ttrike at the mainland before 

tb* HOLT can gat to the ablp. 


Schlaainaar: 


So we will go with a 2045 time. 


SctUeaiQgtr: 


(Admiral Holloway leavea again to past on 

intt ructions,) 

la there any change In our estimate regarding 

tha forent on the ielaad? 


Colbv : 


Hartmann: 

Jonas : 


Scblesinear: 

Clements: 


Pre sident; 
Si;hlesinger 


Jonas : 


Do we hare any estimate of American casualties? 

It is rery hard to make a precise estimate. We 
do not know what there is. Saying that there would 
be tan paopla killed would be too precise. 

It might be 20 to 30. 

Sooner or later you will get a linkage with the 
23 already lost at NKP. 

Any other questions? 

We are in position to do tha SAR operation. 

If we hit again Kompong Som, will our people 
go in over land if they are bit? 

We will have SAR aircraft. They could go down 
over land. It is cooceivable. 
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Pr»iident: 


Colbv! 


What la the dlitanca batwaan the target* and 

Kompetii Sam ititlf? 

Abaut IS kilomatcrt. 

About 10 milai. 


Rumifald: 


Old yoa tay that the Marina* could ba recavarad 

on the CORAL SEA? la tU* an option? 


No plan ta yat finallaad. 


Kia»in«ar: 


They could go on the HANCOCK. 


Rumifald: 


Our preferred option ia not to have them return 
to Thailand. 


Praildant: 


According to the schedule, the HANCOCK will 
arrive at 0400 on Friday. It could be the 
recovery vessel for the Marines being taken 
off. 


Sch-lesinaer: 


Aupnenting the B-52 picture of being ready is 
that we are continuing to amass forces. 


Rumsfeld: 


We should not announce the termination. 


President: 


Will the WILSON link with the HOLT? 


J°na*= 


Yea; alto the CORAL SEA. The HANCOCK 
may ba delayed. Evea io, we will not take 
the Marlnaa back to Thailand. 


Rumsfeld: 


Did you decide on an ultimatum after the 

ttrike*? 


KiTiinitr; 


We could use bullhorn* to inform the Cambodian* 
on the island. They ahould not negotiate. They 
should just state our demands. I think that once 
we start we ehould finieh and get out. 
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la«rtgll! 


SchUiinur 

IncTioll! 


Shouldn't we remove the Merinee out o< 
Thailaod once the epanti-en hai been 
launched? 

It ie no* necetcary. 

We will have riote tomorrow. 


We have 1200 at Utapao. 1 luggeat we under¬ 
take an airlift to get them out, once w* decide 
we do not need them. 


Kittlntcx: 


Then we can announce that we have withdrawn 

them. 


BucheB: 


I have not underetood how Henry (Kieiinger) 

la planning to proceed. 


Kitflnttr 


I think it will not work unleee we hit. Then we 
can give an ultimatuiH that ia credible. We 
have many thlnga we can atUl do later. We 
can mlhe, or we can take out the planes at 
Phnom Penh. Then we will he in a long test. 
We will not have gained by not hitting Kompong 
Som. 


Rumefeld; 

Preeident; 


Tomorrow Congreee le heck in eeseion. 

We have a lot of activity going. Let's see it 
then. 


Kiaainger; 


Hartmann: 


We should not give the impreation that we will 

stop. 

How will the Cambodians know whet to do if they 

decide to let our people go? 

We will have a bullhorn. We can tell them what 

to do. 


Kieeinrer: 


The odds are that the people of the island have 
no order* and will tit tight. 
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PT««ldent; 


£slkr 


I don’t think th« Amorican* ar« th«r« anyway. 

They could b«. W« do not know. 

W« ar« ipaculatlng on how many there were 
in the (hip that got kwhy. 

The pilot (aid he (aw eight or (6. Ho aaid 
there were othore in the HOLT. He apeculated 
It might be the full 39. 

We (hould word our releare carefully to we 
(ay that wo want to remove the Amerieane and 
got information on their whereabout(. There 
may aleo be value in capturing Cambodiane. 


Kleetn «er 


HartmiBB! 


The problem ia that we do not know that they 
are not there. Taking the ialand if they are 
not there ia eaaier to explain than falling to 
take it if they are. 

Coiild a gkifiboat carry 39 people? 


Jonei ! 


Kieetnger: 

Colby: 


Rom (fold: 


We (hould (ay that we wanted td get the 
Americana. Even It we did not get them, 
it would be uteful to talk to the CambadiaBt 
to find out what they know. 

We should have one clear line of this. 

We need to he braced against that pilot. 

We have an obligation to get the Americana 
or to aee if they are there. 

We need to make plans on press handling 
between now and midnight. 


- XCDS 


117 




Declauined 

Photocopy from Geiald R. Ford Ubraiy 


TOP SECRB^/SENSITIVE 23 

Hartmann: We should talk a little about Congressional 

consultation. 

LiSst night, we gave the leadership information 
on your actions. They agreed. They said that 
they were advised, but not consulted. We 
reported the attacks to them. Again, they 
supported you. Today, in the House, people 
are saying that there was no consultation 
under the War Powers Act. 

I have a summary of the Congressional response. 
1 also have a summary of the House and Senate 
responses to our statements. During the after¬ 
noon, it was agreed to provide limited briefings 
to the House and Senate Foreign Affairs 
Conrurittees, They want more information. 

We are sticking to the leadership. We have 
not expanded on the earlier material. 

The question now is what notification and consul¬ 
tation should proceed. There is a suggestion 
that you call Mansfield and Albert, but then 
others will be mad. 

We can bring the people over here, 
or we can call them. 

President: What does the law say? 

Buchen: The law says to consult before the introduction 

of forces and then to consult regularly. There 
is also a requirement for a report 48 hours 
after an action. We have to get that report 
in tonight. 

Kissinger: When did this action start, from the legal 

standpoint? 

Buchen: When you got the gunships in. 

Kissinger: Maybe you should get the leadership in tonight. 
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Prytd«at: 

M«r«h: 

Runn.«f«ld:^ 


Kii»ing«T: 


That i« what th« Coogrg 


ally wants. 


How soon, coaid they be down be re? 

By 6:30 p. m. 

At I understand it. consultation means telling 
thenn In time ao that they can oppose ths action. 
But we cannot worry about it, though they will 
complain that it is not consultation. 

1 think we should give them the history ot the 
diplomatic effort. We should tell them that there 
was ao response and that we had to go ahead. 

1 do not think we should give them details on 
our strikes. 


President: 


We should say that we will land on the ship and 
on the island. 


Rumsfeld: Fronn the political standpoint, we should get 

your friends and brief them, so that they can 
stand up smd fight for you. 

President: Jack (Marsh), can you ask them to come down 

here? Whom would you ask? 

Marsh: 1 would ask the leadership, such as Chs Spsaksr, 

the Floor leaders, the Whips, and others. I 
would also gel the Foreign AKiiri and Armed 
Services Committee leaders and ranking Minority 
members of both HouSdi. 

Rumsfeld: I would do Anderson Separately, perhaps at 

7 o'clock. 

■Sfhloslngsr: The plans regarding air strikes should be 

presented to abow that the target! srill be 
carefully selected. We should not just talk 
about "a few" stiikes, but about "selective" 
atrikes. 
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I would recommend that the Republican leader- 
•hip be among the group you are brie^ng. 




Kiiiiattf; 

Preiident; 


But we muet aek them to keep quiet. They 
will be briefed before the operation aterta.. 

Perbapa 10 o'clock would be better. 

How about 10 o'clock? 

Would It bo to our benefit to delay? 

1 would not. 

The atetuta aaya to conault before initiation 
of action. 


MUUk 


You have already done that. 

But we have not yet told them that 
executing. 




What if the group it oppoaed? What thould 
the Preaident do? 

He would have to go ahead anyway. 

I waa aeked today by a butineta group whan 
you would react. They applauded when I aaid 
that you would be firm. 


Preiident: 

KiniBgtn 


I have bad aimilar reactiont. 

What about informing the public? Should we 
uae national tflevifion? 


Harttnmn; 

Kieainter; 


Parhape after it'a over, 

l.et ua do the beginning low key. and then go 
to a fuller deacription. Perbapa we ahould 
juat do a brief announcement at firat. 

(To Schleainger) I thought your atatement 
read well. 
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Runnf«ld: 


Ki»itn««r: 


Ton do not mat to look o« if, in being Arm, 
you are baiag crimped by the Congre'Ca. 

Regarding the B>S2'a, the Coagrete would 
aay you ehould not uae them. Then you edand 
them down, aa if in reaponee to Bella Abxug. 
Should we perhaps stand them down now? 

1 would ignore Bella and then explain the B*52's. 
U it works, it will not matter. If not, we will 
have other things to worry about. Tou will 
look implacable and calm and in control. 

Perhaps you should give a ten-minute speech. 


Hartmann; 


How about other countries? 


Kissinser: 

Rumsfeld: 


That is a good idea. 


Vou should lot NATO know, for once. 


Hartmann: 

Kininsti; 


Are there any press on board? 

(To Ingersoll) We should get Sisco to organise 
messages. We should not use SEA TO. 


President; 

Kissinger: 


Schlesinger: 

Kissinger; 


Rumsfeld; 


I think that's good. 

What do we want when the leadership is here? 

I think we should have no military men, hut just 
Jim and myself. 1 could brief on the diplomatic 
seeps. Tou would say what you have ordered. 

What should we say? 

We should tell them about the island, about the 
ship, and about the related strikes on military 
targets to make the operation succeed. 

The first q,tfesti90 will be, will Marines 
land on the island. 
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Kittiagtr: 


W« ihould not My y«t. 

They will k.now about the ihip three h«ure la 
advene*. They can acuttl* It. 


Kiettnear: 


It it better to wait until 10 o'clock? 


Buchan and 
PriiidBBti 


You go ahead. 
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NATIONAL SECURITY COUNCIL 


COWriDE N TlAfc 


May 16, 197S 



Dr. HenrY A. Kiisinger, Secretary of State 
and Assistant to the President for 
NatioMl Security AffAira 
James R. Schlesinger, Secretary of Defense 
Bipartisaa Lcaderahip (Lift attached) 


DATE AND TIME: Vedneaday. May U. 1975 

6:40 p.m. - 8:00 p.m. 

PLACE: The Cabinet Room 

The White House 

SUBJECT; The MaYAGUEZ Incident 


The President; 1 thought that it was important that I ask you down here 
and fill you in on a little of the history of the events this week and 
tell you of the decisions I made an hour ago. I felt this was the best 
way under the circumstanees that I could eomply with the IVar Powers 
Act and inform you of the actions 1 feel are necessary to take. 

Let me give you a brief chronology of the events since last Monday. We 
were notified by the skipping connpsny early Monday morning that their 
ship had been taken. I wat informed of this at my 7:40 s.m. intelli¬ 
gence briefing. 1 convened a meeting of the National Security Council 
St noon that day and I directed that the Department of State immediately 
convey a message to the Government of Cambodia demanding the release 
of the ship. At 4:30 Monday afternoon, the Acting Secretary of State 
called in the head of the PRC liaison office to read him a similar 
stAtement Asking him to trAosmit it to the CAmbodUn Covernment. 

This message demanded the immediate release of the vessel and the 
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crew and laid that if they were not released, the Gavcrnmcnt of Cambodia 
would be responsible for the consequences. The Chief of the Liaison 
Office did not accept the message, but we are confident that he eom- 
municsted its contents to Peking. To make sure, however, that the 
message got through, we instructed our Liaison Office in Peking to 
deliver the same message to the Cambodian embassy in Peking. This 
was done at midnight our time Monday. 

Also on Monday evening we learned that the Cambodisns were moving 
the ship to a amall iiUnd off the coast. The foUowing morning we 
learned the Cambodians were moving the crew members from the ship 
to Koh Tang Island. The ahip was anchored about two miles front the 
island, which is a small island about 172 mile wide and three miles 
long. Th« ship is still dead in the water near the island. (Secretary 
Kissinger points out these locations on the targe map. ) 

On Tuesday morning at a second NSC meeting, I ordered American 
military forces in the srea to maintain strict aurveillance over the 
ship and to prevent any movement of boats from the ship to the main¬ 
land and the island. Our forces were to use the minimum force 
accessary. During this time we carefully covered the entire area 
with air aurveillance. 


After ordering that action, I asked Max Friedertdorf and Jack Marsh 
to inform the Congressional leadership of these decisions. At 8:30 p.m. 
last night, there were indications that the Cambodians were moving the 
captive crewmen from the ship to the mainland. 1 had ordered our 
planes to take warning measures against any such movements and to 
prevent them if necessary. During the course of the night, three 
Cambodian launches were destroyed after they disregarded such 
warnings; four other boats were damaged and one reached the port 
of Kompong Som, which is the old port of Sihanoukville. This boat possibly 
had some American captives aboard. Kompong Som is roughly 20 
miles from where the ship it anchored. Also, I should mention that 
during the attempts to stop or destroy the Cambodian boats, some of 
our pUnri received tinalL armt fire. 


At another NSC meeting last night that latted until 1:00 a.m.« 

ordered the following actions: 

a Marine group would be made ready to retake the 
MAYAGUEZ. 


I 
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-- Aoothcr Marine group would be made ready to eeina 
Koh Tang Island. 

• < 

-- The aircraft carrier CORAL SEA. on Its way to Australia, 
would be turned around and headed toward the area of the ship's 
capture. 



-- The destroyer escort HOLT was told to move into the area 
with the destroyer WILSON following behind It. 

-- The helicopter carrier HANCOCK was also ordered to move 

ioto the area. 


• • B-SE forces were alerted for action. 

Another NSC meeting was held at 3:30 this afternoon. Just before this 

meeting, we notified the Congress of the results of Ust night's action. 

At noon today, we reiterated our message to the Cambodians through 
the United Nationa Secre»ry General. As s result of this afternoon’s 
NSC meeting, I have ordered the following actions, and let me say that it 
ia of maximum importance that nothing be said to the preas sa you leave 
the White House since for the next few hours the actions I have ordered 
will not bo started or completed, and any discussion of these actions 
could endanger the forces involved# 

_I have ordered a U. S. Marine group to land on the deatroyer 

escort WILSON, which will then move alongside the MAYAOUEZ and 
the Marines will board and rdake it. 

-- Another group of Marines will land on Koh Tang Island, 

-- To protect these Marine forces, aircraft from the CORAL 
SEA will attack selective targets, including the airfield at Kompong 
Som and the major naval air station at Ream. The purpose of these 
strikes is to protect our Marine forces moving against the island and 
retaking the MAYACUEZ. 

Our anticipation is that all three of these activiHes wlU occur at the 
same time within a couple of hours from now, Henry, do you have 
anything to add at this point? 

SecreUrv Kissineer ! The only thing I can add is that, at your orders, 
■we did publish the note given to the Secretary General of the UN, 
believing that this was the quickest way to communicate its contents 
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to Peking. We alto urged the UN Secretary General to ute hie influence 
to get the Cemhe^Une to release the thlp. At this point we have heard 
nothing from the Camhodians. I would alto point out that when we 
delivered our note to the Cambodian embatiy in Peking we alto 
delivered a copy of it to the Chineae Minittry of Foreign Affaire. It 
wai returned Z4 hours later, and we think that its contents were trans¬ 
mitted to the Catnbodiana but the PRC would not want to be in a position 
of appearing to asalat ut in this effort. 

Secretary Schletinger: The Marine attack group will land by helicopter 
on the destroyer at daybreak. The group will also contain interpreters, 
a crew to run the ship, and a demolition team. At the same time, the 
first wave of Marines will land on the island. All of this will bo under¬ 
way as of 9:00 p. m. tonight. 

Speaker Albert: Was there any danger that the U. S. crew might be on 

seme of the Cambodian boats that were destroyed. 

The President: We have no sur* way Of knowing where the crew ia or 
whether any of the crew membere were on the boats attacked. 

Question: Which way were tha boats going? 

The President: Most were moving from the island to the mainland. 

They refused to follow the warnings they were given. 

Senator Scott: The Deputy Secretary of Stats made a distinction in his 
testimony bsforr our committee this afternoon about the ships which 
were attacked. The one which was sunk did not appear to have many 
people OB it. The ether ship had lots of people visible on the deck so 
the planet did not sink it. 

Secretary Kissinger ; The attack on that ship was stopped when the pilot 
thought he saw Americans or at least Caucasians on the deck. 

The President: However, we all have to keep in mind that these planes 
were flying very fast and at relatively high altitudes. 

Question: Is there any possibility that the MAYAGUEZ had picked up 
any Vietnamese refugees from off the shore of Vietnam? 

Secretary Schlesinger: We have some indications of Vietnamese in the 

area, but we don't know that there were any on the ahip. 
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Senotcr Monifield ; Mr. President, wh/ ore we agoin gO'ing into the 
mainland ol Aaia, especially at a time when we almost have the boat 
in our custody once again. lam deeply concerned by this aspect of 
your decision. 

The Preiident: Let me explain, the basis for my decision. There are 
warplanes at the Kompong Som airport and at Ream, which is a major 
naval station. The actions I have ordered are to mbke sure that what¬ 
ever forces they have in the area cannot be used against our Marines 
moving to take the ship and the island. lam told that they have some 
2.400 troops also at Kompong Som. 

Senatoj^MansfieM; Are any of the Americans being held on the main¬ 
land? 

The President: We have only sketchy knowledge of their whereabouts. 

Senator Mansfield ; Are there armed Cambodians aboard the ship now? 

What happened to the Americans on the ship? 

Secretary Schlesinger: We have to presume that there are armed 
Cambodian forces on the ship. 

The President; We really don't know where the Americans are --if they 
are on the island or on the ship. 

Senator Byrd; Could we have intercepted the Cambodian boats? 

The President: Mo, we could not. We had only aircraft in the area. We 
had no surface vessels in the area. The destroyer HOLT arrived there 
only several hours later. 

Question: Do we have intercepted messages of the presence of Ameriesns 
on the boats we sunk? 

Secretary Schlestnger: We have some radio intercepts, but they are 
ambiguous and not at all clear. 

Question; What about a Swedish vessel reported captured in the same area? 

Secretary Schlcsinter; We have reports it was stopped but It is now 
proceeding unimpeded. 

Senator Eastland : Mr. President, nobody will agree with me, hut I'm 
for bombing the hell out of them. 


> 
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Senator Byrd; What about report* of the Thai* calling for the removal 
of our Marine*? 

I'he Prc *ident: ThaiUn«l wa» the only place we could carry Out military 
one ration* against the Island or the ship. We have no intention of 
returning those Marine* to Thailand. They will go to our ship* after 
the operation i* completed. 

SecreUrv Kiisinger; The Thai* did not give u* an exact time limit for 
the Marines' removal. ..•..... 


The President: The Marines will be recovered by the HANCOCK and 
the CORAL SEA. 

Represenutive O'Neill: What was the nature of the U. S. ship? What 
cargo was it carrying and where was it when it was captured? 

The President; It w*» a commercial cargo ship carrying a normal,-'^ 
cargo.- 

Secretary Ki*»in«er; The MAYACUEZ was selied 60 mile* off th 
coast of Cambodia In the regular shipping lane*. 

The President; There I* an interesting fact about the island involved. 

It ha* been disputed by the Cambodian* and the Vietnamese. There 
sre also indication* that oil might be there and, therefore, there is 
some apeculation the Cambodian* want to assert their authority at an 
early point. 

An imjH>rtant point in this whole matter ia that we have had no word 
from the Cambodians. 

Senator Stennit! Are all the Marines in Thailand being used ia this 

operation? 

The President! Not all of them, but none of the Marines used in the 
operation will be returning to Thailand. ^ 

Senator Mansfield ; What about the cargo on that ship. Ther* have been ‘ 
some rumor* on the Hill about what it may have been carrying. 

Secretary Schlesinger: There was some military PX cargo within the 
normal commercial cargo aboard the ship, but the nature of the cargo 
it not an item of dispute in this matter. 
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Th« Vice Pre«ident: Mr. Preiident, you will -want to mention that the 
objective of putting the Marines on the island is to get any of the 
Anterican captives who may he held there. 

The President; Yes, we want to ensure that we get any of our captives 
held, there. 

Question: Are the Americana on the island? We certainly can't allow 
thenn to be taken off the ship to the mainlarid. 

The President; We have to find o\it where the Americans are b-eing held. 
We will be here most of the night as this operation proceeds. 

Question; Are there any inhabitants on the island? 

The Pre sident; We don't know. Our intelligence speculates that there 
are some Cambodians on the island. 

Question: Has the surveillance of the ship been continuous since it was 
taken? 

The President; We don't know precisely when the air turveillancc 
started. It has bean 24 hours a day aince at least Monday afternoon. 

Secretary Schiesinger; All the evidence we have Indicatea that the 
Cambodians consider the Americans a valuable asset. We have 
evidence that they are trying to take care of them, to protect them 
as a valuable asset. We doubt that they are iaelined tb dispose of 
their captives. 

Sscretary Kissinger: They axe valuable to the Cambodians as hostages. 

The_^r^ide_nb 1 want to reiterate that wa are hitting the selected 
military targets on the mainland to ensure that the Cambodians cannot 
attack us. 

Que ition; Shouldn't wc wait until we are attacked before hitting the 
mainland? 

Secretary Schiesinger; We have already been fired upon. 

Question; Will you report to the Congress within 48 hours? 

The President: We will respond in writing as the War Powers 
requires. 
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ScPAtor McClellan: Mr. President, why sre we Attacking the mainland 
first? Isn't this provocative? Shouldn't we wait until we are attacked? 

President! ft is my judgment that we have to take these actions to 
protect our troops in their operation against the island and the ship. 

We would be negligent to do otherwise. 

Seoator McClellan: 1 think this is using too much force without really 
knowing whether it is needed or not. 


Representative O'Neill; It was reported on the Kill that the ship was '' 
a Pentagon charter. , 

( J 

Secretary Schlestneer: It was not. ' ’’o 


Speaker Albert: It was said on the floor this morning that the law was 
not being complied with and the War Powers Act was not being followed. 
I was told repeatedly to tell you to send someoae up to brief the House. 


The_^res_iden^ We are faced with the fact that the Cambodians have 
seized a U.S. ship and American citizens. As Commander-in>Chief 
I have the right tp use appropriate military force ta recover them. 

We did give proper notice and we waited until today to take action 
against the Cambodians.rTbelieve that regardless of the 1973 law, 1 
have the authority as Commander-in-Chief to take this action. Of 
course, the War Powers Act requires that I report and we have 2? 

scrupulously done that. We have twice telephoned some 20 members 
of the Congress on what we have done and we will file the required 
written report within the 48-hour rule. 

Queition; Why didn't you send someone to the Hill to inform us of the 
decisions you were about to make? 


The President: We only ordered these actions at 10 minutes to 6 this 
evening. Oyr first obligation was to the Congressional leadership and 
that was why -we invited you here immediately. We will report fully 
to the Congress in writing. Depending upon what happens tonight, we 
will do more to keep you iidormed if necessary. 

Representative O'Neill: It is a fact that some of the Congressional 
leaders were briefed late this site moon. 

Senator Sparkman : Our Committee met this afternoon. We discussed 
this matter thoroughly and we have unanimously adopted a statement 
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which, condemns the Cambodian seizure of the ship; that expresses 
support for the President's use of diplomatic means to secure the 
release of the ship; that we support the President in his exercise of 
power to effect that release within the framework of the War Powers 
Act; and that we urged the Cambodians to release the ship. 


I 



The President; Thank you, John. 

Question^ Were the Cambodians given a specific deadline? 

gecretary Kissinger; No, because thii would let them calculate the 
timing of any countermeasures we might take. But the UN Secretary 
General told them in the open cable that we would respond if this ship 
was not released immediately. 1 want to emphasize the President's 
request that you not give out the details of his decisions because this^,_^, 
would endanger our Marines sod our planned operations. We need 
the element of surprise, so please don't describe the steps the " 
President has ordered. 

Que^tionj Did China cooperate? V - ' 

Secretary Kissinger; They did what we expocted. They kept the note 
2.4 hours and then returned it, saying they couldn't deliver it. We 
assume they communicated the message. We alto gave a copy to 
the Embassy of Cambodia in Peking. As you know there are no 
foreign embassies in Phnom Penh except for the North Vietnamese, 

North Korean's and the Chinsse. Obviously, we felt the Chinese were 
the best channel to use. 


Question: When did the time start running in the 48-hour notification 
requirement? 

Phil Buchen: We believe that time started when the ships were inter¬ 
dicted, so we plan to get the report to you by 6;1S a.m. tomorrow. 

We assume there will be someone there to receive it. 


Senator gtennit; You said that your attack on the mainland is solely to 
protect your Marine operations? 


The President; Yes. it is just to neutralize the Cambodian forces, 
including their aircraft and their ships. 


e 


Senator Mansfield ; 1 1 must express my deep misgivings that we are 
again attacking the Indochina mainland. I am convinced that the reaction 
will not be good. , 


131 



Gireld R. Ford libmflr 


£ 


COMFtDEHTIAl L 



S' 

Sen*tor Ca»e: I must point out thnt nlthough the C*se>Church Amend-<fLj 
ment prohibits U> S. milit«ry action in Indochina, 1 disagree with 
Senator Mansfield, and Ido not believe that the Amendment doe* apply 
to the purpose of rescuing American citizens. 1 believe this distinction 
must be made clear. 


Senator Byrd; One last question. Why were the leaders of Congress, 
the Majority Leader, the Speaker, etc., not consulted about this at 
least at the time the decision was still being made? We are being 
told only after the fact. You are not required to do this in advance, 
but it certainly would he better if we did wait until we were attacked 
before hitting the mainland. You will be charged with overreacting and 
it would have been better if the leaders of Congress would have been 
consulted in advance on this decision. 


The President: Thi* is a proper question, Bob. As Comn»*nder-in- 
Chief, 1 have to act to protect our citizens. 1 acted in a proper 
exercise of my authority within the War Powers Act. 1 did have 
within the NSC the advice of the Joint Chief of Staff and my other 
advisors. It is my Judgment and my undersUitding of my responsibility 
that I had to weigh the risk of doing too lltele to avoid any danger to 
the limited number of Marines going iii on thi first wave. 1 did not 
want to be criticized for doing too little to protect our initial marine 
forces. 


Senator Byrd: Let me respectfully press this. I know you are doing 
what you think best and I certainly don't question your authority to do 
it. but I want to know why the leaders were not brought in in advance 
of your decision? 


^ . A 

The President; We have a goyerivment of separation of powers. The 
President has the authority to act. I have an obligation to act. We 
have lived within the law of the War Powers Act. We may have 

differences over judgments and decisions, but 1 would never forgive 

myself if I had let our Xfarinet be attacked by the 2400 Cambodian 
soldier*. 


Senator Eastland : How much timedd you have during this decision-making? 


ThePrejddentj We met at 3:30 thi* afternoon. We had to decide quickly 
and give the signal early enough to provide time for the Marine* to move 
at first light. 


/.•> 

i’,:- 


\' 
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I appreciate your all coming down here and 1 can assure that we will 
keep you posted throughout the night. I hope we can all prap for the 
hest result of this operation. 

Question; When wilt the public knO’W? 

Secretary Kissinger : DOD will make an announcement at 10:00 p.m. 

Representative Rhodes; Mr. President, this operation is well planned, 
it is well conceived, and it is the right thing to do. 


The President: Thank you. 



. i 
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Proident; Will you tell me where we eland at thie time? 

Colby ; 1 can give you a report on foreign reaction. 1 think it would 

be better if Ceorge could giv« you a wrap>up OA Our Operation. 

Preeident: Pleaee go ahead. 

Colby: Mr. President, we have no reactions front Communist 

authorities in Phnotn Penh to the U.S. military operation 
beyond what we had last night. In his statement on Phnom 
Penh radio at that time. Information Minister Hu Nimm was 
noticeably defensive in rationalising the seizure of the vessel. 

Although he did claim that theMAlMClLZZ was on an intelligence 
mission, he stated several times that his government had no 
desire to stage "provocations" and that the MAYAGUEZ had 
only been halted for "questioning." 

In the aftermath of the Ur$. military operation, the That 
cabinet today apparently decided to expel a "senior member 

of the U.S. mistion, " and to recall the Thai ambastador in 
Washington for consultations. 

Thai newspapers today are also urging that the government: 

• • publicize all agreements between the U.S. and Thailand, and 

— immediately close down all U.S. bases in Thailand. 

Leftist politicians are now holding s rally in Bangkok. They 
reportedly intcitd to demand that all U. S. troops leave 
Thailand within 1 0 days. 

The political left apparently believes that the time it right to 
create a political crisis for the Khukrit government. 

Organizers of the demonstration plan to move crowds to both 
the prime minister's office and the U.S. embassy. 

The Thai military leaders, on the other hand, have privately 
continued to support the U.S. actions. 

T Or^Cn&T /SENSITIVE - XGD5 
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In Peking** first reaction to the U.S. military action. 

Vice Premier Li Hiien-nicn he* accused the U.S, of an 

"outriehv ret of piracy." 

Spaakir.); at a banquet in Peking today, Li said that "when an 

American ship invaded Cambodia's territorial waters, 

Cambodia took lesitimate measures against the ship to safe¬ 
guard her state sovereignty." Li added that "the U.S. went 
to far as to make an issue of the matter" and bombed Cambodian 
territory and ships. 

Li said the American action "should be condemned by world 
public opinion." 

Hanoi radio hat characterized the operation at a "flagrant 
act of piracy*' which thowa that the U.S. still has not "learned 
from its defeat* in Vietnam and Cambodia.'' 

The new government in Saigon has siot commented, but it 

can be expected to parrot Hanoi's line. 

Soviet media continue to report the events surrounding the 
MAYAGUEZ incident from foreign wire services without 
editorial comment. 

East European commentary ramains muted. The Yugotlav 

pres* has even referred to the MAYACZZZ st s "kidnapped" 

U.S. vesiel. 

The Cuban press has so far treated U.S. actions in a factual 
manner, but we have no comment since the U.S. operation 
was completed. 

A Jspsnese Foreign Ministry spokesman has scatsd that "a 
container ship on open waters mutt not be subject to seizure" 
and that his government viewed the U.S. military action at 
"limited.'' 

In most major Western countries there hat been little 
official reaction. 

British and West German press comment hat been generally 
supportive. 


lUl' ■.LLP6T/SENSITIVE . XCDS 


137 




DKlauiM 

rrom CietaM R Fort Ubrary 


TOP SBCl» gf/SENSITIVE 4 


Preti mction from South Korea, Taiwan, and Australia 

haa been (arorable. 

InBaraoll ; Bill Rogers apokc to the OAS Miniitera while they were here. 

including the one frofn Panama. He laid they were very pleated. 

Preiident! Jim, 1 uould like to congratulate you and your whole Depart¬ 

ment (oT a job well done. 

Have we had any report on the damage ao far'* 

Jonea : Not yet. We can aummariae the claima, but we are not aure 

that they are accurate. Here ia a photograph. It is the first 
one that has yet been received here, it ehowa the buildings 
around the airport before and after they were damaged. We 
underatano that the damage reported on the aircraft was 
extenaive. 

Which airport was this’’ 

The airport near Kompong Som, called Ream. 

Were any boats sunk? 

Yes, but we don’t yet know how many. 

We have no Navy reports yet, just the Air Force. We 
need to survey all the aircraft involved in the operation. 

Were the aircrelt uied land aircraft? 

No, only the CORALS^ aircraft were uied againet Kompong 
Som. There were four wavea. The first was armed 
reconnaisaancci They did not expend ordnance. They found 
the shipping of other countries and did not want to take the 
rilk. The three lubaequent waves went againit the airport, 
against the FOh facilities, and against support facilities. 

We put 240 Marines on the island, in total. We put 40 aboard 

the ship. 


TOP SECRIW /SENSITIVE 
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Preiident: 


Jonei; 


Pretiden t: 

Joi>e« ! 

Jones: 


Kissinger: 

Jones: 

Pfetident: 

Kissing er: 
Jones: 


We lost three helicopters in the operation. The equipment 

took a lot of battle damage. 

Jur caiualtiei uere 1 killed in action, 1 iritaing, nnd 30 

wounded. That is considerably lighter than we thought last night. 

Arc all the Marines now on the CORAL SEA or <n the 
HANCOCK’ 

They are on the CORAL SEA. We hs-t a reserve of 1,000 on 
Thailand. But when the ship's crew was returned, we stopped 
any more Marines going to the island. Then we put in another 
80 in order to help the Marines that were there to extricate 
themselves. 

1 heard that the Marines on the HHUT had gone to the island. 

No, they did not have their full equipment. 

How many helicopters were inoperative’’ 

We got down to four Air Force helicopters and three from the 
CORAL SEA. So there were only a few for the Marinei who 
were left there. We thought we might have to keep people 
overnight on the island. But that was only the impression in 
Washington. They continued the flow of helicopters and they 
also used several boats from the destroyer, so that they were 
able to extricate all the Marines. 

How many Cambodians were on the island? 

We do not know, but they were obviously well armed with 

supplies. They put up a lot of fire against the helicopters. 

That is probably why they moved the ship to that island from 

that other one where they had it. 

Where did the boat carrying the crew come from? 

From Kompong Som. 
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Kit linger: 


This indieitei that the nperition wai really centrally 

coottolled. 


Kiiiineer: 


Schlei inser: 


They brought a meaiagc that they had been lent out on a 
Thai Iiahing vesael in o'der to be returned, and they asked us 
to stop the bombtng. We had one or two more runs, but we 
stopped shortly therealt**-. 

How many aircraft were used altogether'* 

About 32 to 40. 

Not the 81 that had been on the carrier. 


President: 


Henry, would you step out for a moment’’ 


(At this point, the President and the Secretary of State 
stepped out for about 3 minutes. They then returned.) 

Preiideot: Jim, i would like a lull factual report Kiviag a summary and 

chronolO'gy of what happened. It should include orders, summary 

reaults, photographs, etc,, and indications of what we did 

when. 

Where is the ship now^ 

Junes : She >s on her way to Singapore. We towed her for some 

distaoee but then she wa* aule to get up iteam aiul ahe wanted 
to go to Singapore. 

President: It was a job wall done. Let us now go on to the next item on 

our agenda. 
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APPENDIX VI 

THE SS HAYAGUE2 IWCIOEHT 
SECTION i—INTRODUCTION 

(U) The Cwabcdien seizure of the United Stetes vessel, KAYACUE2, on 
12 nay 197S W4s a significant Incident viewed in the context of the Inter* 
national situation when it occurred. Ctebodla and Vietnam had just fallen toi 
coKunist control the previous conth and the PtllBLO incident of 1968 was still 
a fresh memory. It was apparent, at the time, to national leaderslilp from the 
President on down that this test of United States willpower called for quick, 
fine, and decisive action which would help to reaffinn America’s determination 
6n the eyes of her opponents and allies as well as the American public. 
.Admiral Noel Gayler, Commander In Chief Pacific at the time of the incident, 
commented on the successful joint Service recovery operation:^ 

Cambodian adventurism tested the United States with 
the seizure of the merchant ship KAYA6LC2 on the high seas 
in May. The recovery operation has left no doubt as to our 
resolve and capabilities In that part of the world. Cur 
Marines, sailors and airmen again met the challenge. 

Stories of their courage abound - from the Narine who 
directed air strikes while swimming off-shore after h1$ 
helicopter was shot down, to the sailors in the motor 
whaleboat who took on dug-in heavy weapons with small arms, 
to the Air Force pilots who forced their way into the landing 
zones while taking hits. 

4 ^^ Ihjring the period Imnedlately following the Incident, detailed reports 
were prepared Independently by participants up to and Incluoing the Joint 
Chiefs of Staff. In addition, every aspect of the Incident was subjected to 
exhaustive Congressional scrutiny to Include a full-scale General Accounting 
Office (GAO) Investigation, the unclassified findings of which were released 
to the public In October 1976. Although these findings were critical of 
certain aspects of KAYA6UEZ recovery operations, overall military participation 
was described as follows;^ 


1* CINCPAC Cc—and History 1975 . Vol, I, p* v. 

2. The Seizure of the HATAGUE2— A Case Study of Crisis Manaoement . Report of 
The Caaptroller Gcneril of the United States, Miy 11. 1976. p. 56. 
nerelnafter referred to as The Comptroller General HAYAGUE2 Report. 






• Ffnatly, assembling, under severe tlM constraints, 
the various allUary assets scattered throughout the Pacific 
area was generally accomplished in an efficient and effective 
nanner. 



r 


. a Coanand and control of, and conmunlcations between, 

multiservice assets was established expeditiously. The 
performance of U.S. Forces was Inspiring. 

(U) This monograph will not attempt to recount all the details of the 
HATACUU operation already available in existing reports. Instead, it will 
attempt to tie together loose ends and present an overview of the*HA.YACUEZ 
operation from the CINCPAC unified coanand level. This overview will stress 
the important xllitary aspects of the operation to include ccnnand and control, 
Intelligence/reeonnaissanee, and planning and execution. In covering these 
aspects, further emphasis will be placed or CINCPAC’s 'lessons learned,* which 
should provide valuable insight, and hopefully foresight, fOr reference in 
coping with possible future crisis action situetlcns. As CINCPAC has noted, 
'...with full benefit of hindsight we could hare doite a number of things 
better. Life is like that, and there is no reason we should not acknowledge 
it.*! 
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1. CINCPAC 13133dZ Feb 76.' 
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SECTIOK Il-WTirjCATlOW 

C^'nbod{^ htd fallen to the comunists on 17 April 197S and the fall 
of the Republic of VSetnaa followed clotely behind on 30 April 197S. On 
17 y^y 197S the American Eebassy in Vientiane advised that the Pathet lao had 
moved quickly to exploit the virtual disappearance of the Vientiane side and 
to exert control over oovcmment operations, contnercial activities, and cove- 
ment of persons there. 7n the wake of these events, most United States Forces 
had departed the imaediate area except for those in Thailand, In the Bfdst of 
this situation, the KAYAGUn incident tested the United States crisis action 
capabilities.’ 

(U) It was 0718 Zulu (2) hours on 12 Key 1975 when Kr. John Keal of Delta 
Exploration Company in Jakarta, Indonesia received a “Mayday" (distress) call 
fnm the United States merchant ship KAYACUEZ:? 

Have been fired upon and boarded by Cambodian arewd 
forces at 9 degrees 48 minutes north/10? degrees 53 minutes 
east. Ship is being towed to unknown Cambodian port. 

CIHCPAC received thic information at 09142 hours 12 Kay 1975 )n a 

■ejsagt from the ftnerican Embcjsy. 

Jakarta. This notification was similarly received by the White House, the 
National Security Agency (NSA>, llie Central Intelligence Agency (CIA), the 
Defense Intelligence Agency (01A).~an d the National Military Connand Center 
(IMCC) at the Pentagon. Based on the^ ' message, CINCPAC contacted the 
Joint Chiefs of Staff (JCS) and discussed assets available to reconnoiter the 
scene of the incident; thus, initial preparations for the MAYAGUE2 operation- 
wcrc begun, pending the outcome of State Department attempts to nuke contact 
through diplomatic Channels. As the situation developed, diplomatic channels 
were determined at executive level to be unsatisfactory and military means 
were employed to recover the HAYACUEZ and release her crew.3 

^0f The MAYAGUE2 seizure, which began the chain of events leading to 
military action, was not a totally isolated incide't, lacking any indications 
as to its possible occurrence. CIHCPAC observed that adequate and timely 
warning was provided '] 


1. CINCPAC Command History 1975 ,.VqI. II, pp. 607 , 609, 617. 

2. 0£. Cit .. The Comptroller General MAYAGUEZ Report, p. 89. [AIT tixes will 
bt Shown In GrcenMich Mean or Zulu time; for Cartiodian (6) time, add 7 
hwirs; for Hawaii (H) time, subtract 10 hours.) 

3. 'Jikirta 0356/1Z0903Z Hay 75. 


3 





sECTiWf iiJ—cofrjy® wo cwasoL 

CoCTMfKl Relationships 


(tlie conunlcatlons aspects of cocnand and 
control will be discussed In detail later In this section). 

^ In conference, the local on-scene cosm«nder, who was Coeoander. U'.S. 
Support Activities Gro«p/7th Air Force (C0WSSA6/7AF), assiwed the rejponsl- 
billty for planning and directing operations to recover the KAYAGUE2 and cause 
tlie release of her crew, fiaseil upon this understanding. C0NUSSAS/7AF, in his 
Initial planning guidance to subordinate and supporting units. Interpreted 
comand and control relationships as follows:^ 

...The International Inpllcatlons of this operation 
Mke restraint Imperative. Coaplete coonand and control must 
be maintained by C0HL'SSAe/7AF, who will be acting upon 
direction from the National Military Coomand Center.... 

^ ClNCfAC's execution message, authorijing impleoentatlon of C0MUSSA6/ 
7AF's Initial planning guidance, clarified the coonand and control relation¬ 
ship as It was to appljr throughout the MYASUCZ operation until its teralnation 
on 15 May 1975:^ 

...CoMMnd and control will be maintained by CINCPAC, 

who will be acting under direction fraa JCS (tMCC). 

/ 

In accordance with this relationship, C0fllSSAC/7AF, under ClNCPAC's 
operational coanand, planned and directed HAYAGtlE2 operations on the scene. 

Air Force and Marine assets were placed under the operational control of. 
and Naval assets (minus the Marines) supported, C0MU£$A6/7AF. Command 
relationships were again spelled out. using different wording. In COMUSSAC/ 
7AF's final operation plan;^ 

...overall control of the operation trill be as directed 

by CINCPAC and approved by the JCS. CINCPAC will have 

e • • 


U CaHUSSAfi/7AF 131748Z Hay 75. 

2. CIMCPAC 1320512 May 75 and 1523302 May 75. 

3. .COHUSSA£/7AF 1417302 Hay 75 (EX). 
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■ * e?er*t1cn*1 control over ill FACOK iJesigneted forces. 

* C2KCSAC will hive operetionil control over the B-S2 strike 

force. C0:ttSSAG/7AF will act as the coordineting authority 

for the cprrations of supporting forces. 

Coccend relationships are depicted on the following chart. 

(U) Although liaval forces coonltted to the KAYAGUE7 operation were not 
under the operitionil control of C0HUSSAG/7Af, it was noted that no requests 
made by the local conr.and were denied by these forces. As the Conmander in 
Chief Pacific fleet (ClHCPACfLT) noted, 'the execution requirements for 
KAYAGUEZ did not provide sufficient time to prepare and promulgate a detailed 
OPORDER...'; however, ClHCPACFLl did advise that “unless otherwise directed, 
task force units assigned to subject operation'in Gulf of Thailand should plan 
on operating in support of C01USSAG/7AF with direct liaison authorized all 
concerned.* The Coonvinder, Seventh Fleet further passed on CINCPACFLT 
instructions for participating task force units to respond to directions and. 
Uskinj from COHUSSA6/7AF.’ 


Co—uni cations 


1. Ibid .: CIHCPACFIT 1318572 Hay 75 and 1405052 Jun 75 (EX); OOHSEVEHFIT 
1423262 May 75. 

2. J3 Discussion Topic, undated. Issue: Lessons Learned Recent Contingency 
Operations, for discussion at CinC conference held 14 Aug 75 at LANTCON. 

Tr^.-4«f'W»T 
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in'K-awtif; and C0KJSSAG/7AF in Thailand. This arrangetnent ee^hasized 

operatior.a1 control and real tiae reporting and {nfonr.at1on gathering.^ 

The coomunications conference permitted direct control by U'ashingtoei 
decision-nailers over events halfway around the world. On the otter hand. 

, ' An example 

was C(KlSSAC/7AF's interpretation of coomand and control relationships in his 

initial planning guidance. Furthcnwre. 


ConTeren 


The PACOK Required Operational Capabilities for Secure Voice and Data 
ferencing and Cocmunications for Remote Force/Joint Task Force Operations, 
included in the PACOH Ccnaand and Control System Master Plan sutMiitted to the 
JCS on 29 January 1975, reconnended use of inherent satellite broadcast 
capability to satisfy conferencing requireiacnts and proposed that an operational 
test bed be established in PACOH to resolve operational and technical questions. 
The experience gained through extensive use .during the 

EAGLE PULL. FREQUENT WIND, and HAYA6UEZ operations led CINCPAC tolurther . 
cnphasiie the following requirenenti;^ 


Tactical connunications established between the on-scene coraander 
and subordinate and supporting units during the HAYA6UE2 operation were 
charactcrited 


1. CINCPAC 131338Z Feb 76. 

2. Oe. Cit., The COBptroller Senerel MAYA6UE2 Report, p®. 33-35; J 6 /MeH 0 /- 
.0027-75 of 11 Jun 75. SubJ: Lessons Leamed-SS MYAGun/Koh Tang Island; 
J3/1taK>/0O566-7S of 8 Sep 75. SubJ: SS NAYA6tJE2 t Koh Tang Island Operation. 

3. J6/Nemo/0O27-75 of 11 Jun 75, SubJ: Lessons Leamed-SS KAYASUEZ/Koh Tang 
Island; CINCPAC 1916232 Jun 75 (EX). 




]t wis oonitored 


j. and patched_ inmy forces could just 

as easily have aionitored the sane net. 

I 

capability did • 

exist from the ABCCC to USSAG, and to Naval, units only, through the i 


The Karine Ground Security Force (GSF), landed on Koh Tang Island to 
free the KAYACUEZ crew, lost its capability in a helicopter crash, 

and thus its > Therefore, the GSF 

was forced to 

r- 


As a result of the. 

during the MATAGUCZ operation, CINCPAC further cephaslied the follcnring 

requircacnts 


1. Ibid . 

2. Ibid . 

3. CINCPAC 191623Z Jun 75 (EX). 

4 . Ibid. 
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■ * (U) cations nets involved in the KAYAtUEZ operation are depicteo 

or. the following chart. 


In cofinenting to the JC5 on interrelated contiamj and control and 
conrujnications requireaents for further continsency/nonconbatant energency 
evacuation (»ttKVAC)_operations, CIUCPAC noted that, in the case of the 
KAYACUEZ operation. 


thus providing a clearer tactical picture to the 
m-scene cocnsanders. The plot could have easily twen reaoted to the rear 
echelon headquarters and the J 

"I ■ • 

Reporting 

^ The existence of unilateral Service reporting channels to the JCS 
dur^g the KAYACUEZ operation pcniitted the forwarding of conflicting reports, 
which hid to be referred back to CINCPAC for resolution. The primary example 
of this was casualty reporting, vdiere receipt and release of fragmentary and 
unverified information at Office of the Secretary of Defense level gave the 
appearance of Inaccurate casualty reporting. This problem was partially 
related to the nature of the jmeans of coonunication 

in use (for details see comnunications section), wfiich, lacking specific 
procedures, allowed for ad hoc inquiries from higher authority and discrepancies 
between voice and hard copy reporting.^ •. 

A 

Interface between intelligence and operational reporting was an area 
that witnessed highly effective innovations 

as well as need for refinement (for details see coomnications and IntelIIgerce/ 
reconnaissance sections). . ' ' 

In addition to report-related observations found in the conanunications 
and Intelligence/recennaissance sections of this ■onograph, CIHCPAC noted, In 
general, that channels itust go through the unified connmnder to Insure 
coordinated and accurate reporting to all concerned. CINCPAC. realizing that 
official casualty figures had to be reported through Service channels. 


1. Ibid .; J6/He«io/0027-75 of 11 Jun 75, Subj: Lessons Leamed-S$ KAYACUE2/ 

Koh Tang Island Operation. 

2. J1/Nemo/311-75 of 18 Jul 75, Subj; SS HAYAeuEl/Koh Tang Island Operation; 
CIMCPAC 1916232 Jun 75 (EX), 




10 









153 





r«co:T^nded a chaA^t tc JCS Publication £ to provide force status and 
identity (FORSTAT) casualty reporting frcn unit level to the unified coariiand 
to allow BonitoringJ 


1. J1/>taao/3n-75 of 16 Jul 7S. SubJ: SS HAyAfiuE2/Koh Tang Island Operation. 











SECTION ]V—i:nEtLIGC»C£/RECONHAlSSA;4CE 


i/f. Upon notfflcition of the HAYAGUE2 incident, the Deputy Director for 
Operations. National Kilitary Cocnand Center requested CIUCPAC to launch 
reconnaissance aircraft froo U>Tapao, Thailand. This initial request was 
followed by further guidance:^ 

e CIHCPAC provide continuous P>3 surveillance over 
the Gulf of Siaa north of 8 degrees north and east of IQ] 
degrees east, no closer than 12 nautical niles to the 
Caobodisn uinland, Islands excluded, 

• CINCPAC provide photo coverage of Phnoa Penh, 

Sihanoukvflie, and the islands of Poulo Wai at first 
satisfactory light, regardless of cloud cover. (The platform 
. was not specified.) 

Iprovide (OLYKPJC 

MEET) coverage of Poulo Wai at _2/ , 

also.withl.) the 12 nautical aile restriction. 

Fro® this guidance, CINCPAC further instructed CIHCPACFL7 to report 
sightings of Canbodian naval units as well as the captured HAYAGUEZ, artd obtain 
photos of Cambodian naval units as feasible. This nission was, in turn, pessrd 
to the Conmander, Philippine Air Patrol Croup (CTG 72.3), who had P-3 aircraft 
located at his prinary base of operations, Cubi Point, Republic of the 
Philippines, and at his logistic base and refueling stop, U-Tapao Royal Thai 
Naval Air Station, Thailand. At OIbbZ hours, 13 Nay a P-3 aircraft reported 
positive identification of the NAYAGOEZ at 9*56* N, 102*58' £.2 

The platfom, nechanics of filn processing, and exploitation procedures 
for photo reconnaissance were not addressed by the JCS. but after a telephone 
exchange between CIMCPAC J2 and the Defense Intelligence Agency (DIA) the 
OlA provided processing, duplicating, and disseminating instructions to CINCPAC, 
SAC. and the SAC Reconnaissance Center, with information copies to Air Force 

1. After Action Report. US Hilitary Operations. SS HAYAGUEZ/Koh Tano Island . 
12-15 Way 1975 . prepared by the JCS, Tab 0, End 9, p. 1 (hereinafter 
referred to as JCS After Action Report); JCS 8233/1219442 Hay 75. 

2. U.S. Naval Institute Proceedings . Vol. 102/11/885, Nov 7$, p. 94, “'Niyday' 
for the HAYAGUEZ,* by Comiander J.A. Hessegee, USN (hereinafter referred 
to as Proceedings); Og, Cit., JCS After Action Report. Tab 0, End 9, p. 1; 
CINCPAC 122104Z Hay 75. 





hejd^uariers, CCCyiSAG, CIKCPACAF, and the C3Zd Tactical Fighter Wir^ (TFW) 
at’P^om, Thailand. The OlA message cited the JCS message as hav{r»g directed 
, _(OLVrvlC KTET) and_ ;(FACE VALUE) missions against Cambodian targets; 
the FACE VALUE missions were to be processed and exploited b> the 432d TFW at 
Udom, while OLYMPIC MEET mission materials were to be delivered to the 

The r^inder 

of the DIA message named specific exoloitation objectives, bwt'did not address 
the JCS-directed P-3 reconnaissance.' 

This omission was apparently resolved (possibly through operatio^ial 
Channels) because, approximately three hours after the OIA message, CIHCPAC J2 
directed COXUSSAG, CINCPACAF, and CINCPACFLT to follow the OIA instructions 
for processing and distributing the FACE VALUE ar>d OLYIVIC MEET missions. 
CINCPAC also directed CINCPACFLT to forward unprocessed P-3 mission imagery to 
the <32d Reconnaissance Technical Squadron (RTS) at Udom for Initial 
processing and rapid readout. The 432d RTS was to prepare the Initial Photo 
Interpretation Report (IPIR) and dispatch it to specified addressees as 
'SpcciaTl US« P-3 Coverage,* A duplicate positive was to be sent to the Fleet 
Air Intelligence Service Center (FAISC) Pacific, and the original negative to 
Fleet Intelligence Center Pacific in Hawaii.^ 

(If Because the Navy P-3 unit at U-Tapao, Thailand had net been an 
addressee on the CIMCPAC message, COMUSSAG retransmitted the message to the 
U-Tapao-based P-3 unit, but apparently too late. A little more than six hours 
after the dispatch of the CINCPAC message, COMUSSAG was informed that the 
first P-3 film had been sent to the FAISC Pacific at Cubi Point, Phi11ppir>es 

for processing.3 

■ (if- Subsequent imagery was handled as instructed, however, and, when the 
operation to recover the HAYAGUEZ and her crew was authorized, CINCPAC 
provicrd film handling instructions for fleet tactical aerial photo 
reconnaissance operations. When IPlRs of Koh Tang Island indicated possible 
helicopter crash imagery,- CINCPAC directed C0HUSSA6 to provide thb most recent 
photography to the Comaander Task Unit 72.3.5 (P-3s) at U-Tapao for possible 
resiaqrtion of Marine personnel recovery operations. Throughout the HAYAGUEZ 
operation, 'Hash precedence COMPASS LINK was employed. 

Expedited Armed Forces Courier Service, requested by CIHCPAC on 13 May 197S, 


1. J23 HistSus Hay 75, with 12 attached msgs, second of which was JCS 8223/ 
1215442 Hay 75; OIA (DC-SC) 05216/1221082 May 75 (BOM). 

2. CIHCPAC 1302392 May 75. 

3. 'C0MUSSAS/7AF 1312532 Hay 75, which cited several undated phonecons and 

COHUSSAG INCH 1307552 Nay 75. 
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v'is c^n.cen«d on 20 Kay, end on 21 Kay CINCPAC directed ClN'CPACfLT, CKiCPACAP, 

and CK-aJSSAC to revert to noresal fila handlir^ proceduresj 

With the photo reconnaissance platfom specified as RF-4C. CIKCPAC 
instructed C0KUSSAG/7AF to provide photo coverage of Phnoa Penh, Sfhanoukville, 
Hon Panjang Island (09*l8' N, 103*28* E), and the island groups in the vicinity 
of 09*88* N. 102*53* E (Pou1o Waf). Flights over Phnon Penh and Slhancsukvilie 
were restricted to a nininum altitude of 8,000 feet, while flights over the 
islands were restricted to a minlfaun of 4,500 feet. The Essential Elc^nts of 
Infomation (EEI) included werchant ships, naval craft, and paratroop landing/ 
drop zones. After the HAYAGUEZ wes located and under observation, CINCPAC 
requested initial imagery of Koh Tang Island and daily coverage until after the 
execution of contemplated recovery operations. Flights In the vicinity of 
Koh Tang Island were restricted to a ■inimum altitude of 6,500 feet. The EEI 
now included:^ 

. • Pier facilities. 

• Gun emplaceoents. 

♦ Fortifications. 

» Small boat locations. 

■ Troop concentrations. 

a Evidence of ship/shore personnel mvenent to/fron 
NATAfiUEZ. 

e Oiic*tlBe readout of building locations/helicopter 

landing areas. 

Photo reconnaissance instructions were subsequently amended, as 
required, and included RF-4C coverage following each tactical air strike in 
support of recovery operations as well as Navy eissions over the Koopong Son 
area, tn both cases the eininuB altitude restriction of 6,500 feet applied.^ 

In the midst of this reconnaissance activity, the location of the 
HAYAGUEZ crew was of crucial importance to operational decisions. The 


1. J23 HIstSum Hay 75; CINCPAC 130241Z Hay 75, 14214SZ Hay 75. l£2333Z Hay 75. 

1615112 May 7$. 1622262 Hay 75, 2000372 May 75, and 2101132 May 75. 

Z. CINCPAC 1ZZ137Z May 75 and 13Z346Z Hay 75. 

3. CINCPAC 14032S2 May 75, 1421102 Nay 75, 1500402 Nay 75. and 1500452 May 75. 
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atave-liswC E£! included the requirexent to report evidence of personnel 
jwver.ent to/fron the KAVAGUE2 and, in conjunction vith prelininary actions to 
isolate Koh Tanq Island and the KAYAGUE2, the JCS eophasized that;^ 

It is particularly iirpcrtant to pet Mximun infonaation 
on any outgoinp boat to deteroine if there are Anericans 
aboard and to report such when requesting authority to sink, 
although this will be difficult tp accomplish. Deck loading 
probably will be required on the seal 1 boats as they did in 
taking personnel, believed to be Aaericans, fron the ship 
to the island. 

a 

The knowledge that personnel. beU ved to be Anericans, had been 
taken free the MAYADUCZ tc Koh Tarsg Island was based on P-3 aircraft (LY49 a> 
reports that one gunboat and one tugboat were observed along side the HAYACUE2 
and that pers.onne1 were being transferred from the KAYAGUEZ to the tugboat. 

The P-3 further reported that the gunboat and tug with personnel on board 
departed the HAYA£UE2 heading toward shore, and that the personnel seated on 
deck with heads on knees araeared to be Caucasian, CQMVS$A^7AF followed the 
progress of this «nove*nent:‘ 


Tiae 

Observation 

1310182 May 

Boat which had been tied to starboard side of 

MAYACUE2 has started to nove toward the island with 
a lot of people on board. 

1310242 May 

Snail fishing-type vessel which was tied to port 
side of HAYAGUEZ is now-noving toward island. The 
boat appears to have Caucasian personnel on board.... 

1310332 May 

Ground fire was received by JUMBO 01 as he nade low 
visual reconnaissance pass near the island. No hits. 
Personnel are disenbarfcing pn the Island. 

U111SZ Nay 

Report fron KING 22, HC-130. Two smil boats off¬ 
loading personnel on island and they are noving 
toward the interior of the island. 


1. JCS 9376/1 ?19052 Hay 75. 

2. PATROW FOUR 1310242 May 75; aG 72.3 1310502 May 75; C0MUSSAG/7AF 1311052 
Hay 75, 1311152 May 75, 1311182 May 75,' 1311352 May 75, and 1312452 May 75. 











•‘.1312272 K«:y Sucwry of sitwtlon. The KATWUEZ Is still in the 

water. 1t11 personnel appear to have been transferred 
to the Island...both small boats are at the Island.... 

» 

(U) The above Indications, which led to the conclusion that the KAYASJEZ 
crew was being held on Koh Tang Island, pronpteti the actions taken to Isolate 
the Island and the HArAGUEZ. The objective was to prevent the crew and ship 
fron being taken to mainland Cambodia, thus avoiding a situation similar to 
the PUEBLO affair of 1968.1 

The only other Indication as to the possible location of the 
KAYAGUEZ crew during the Incident, prior to their re1ea:e. came al}out 01032 
hours 14‘^y. when a P-3 observed a ‘...fishing boat, with possible Caucasians 
huddled in the bow...” heeding from Koh Tang Island toward the Cambodian 
mainland. Other United States Forces in the area at that time, which had also 
observed the boat, included four A-7. two F-4, one C-130, two F-111, and one 
W:.135.2 

The flight of A-7s frsm the 347th TFW was directed to orbit and 
maintain contact with what the^ described as *...a fishing vessel of approxi¬ 
mately 40 foot length with approximateIjr 30-40 people of undctcmlned race 
aboard, seated on deck.* They remained on station for two hours and tracked 
the vessel until It entered the harbor arcund Kompong Son and docked at 0315Z 
hours 14 Kay. At the sane time, the flight of F-4s fron the 388th TFV 
reported observing the A-7s attfnpting to Impede the progress of a boat 
carrying 30-40 people on deck “...thought possible to be Caucasian^.. ..* The 
F-4s were forced to leave the area early to refuel, but not before they had 
attCBipted to turn the boat by firing In front of it. C0eiUSSAG/7AF reported 
that ‘...one thirty foot craft with approximately 40 people aboard...* was 
maintaining course toward Koepong Son harbor In spite of attempts to turn it 
by firing in front of it and making multiple C8U-3b (Hut control agent) 
passes*over it. This boat *...was not taken under direct attack because of 
the probability of Americans being aboard....*^ 

(M In sunnary, the HAYAGUEZ crew was not positively Identified until 
they cmBb alongside the USS WILSON in a Thai fishing boat about 0308Z on ' 

15 Hay during the assault on Koh Tang Island. The balance of Indications 
favoring the existence of at least so<ie of the crew remaining on the island 


1. Oq. CU., JCS After Action Report, p. 1. 

2. PATRON FOUR 14014OZ May 75. * • 

3. 347TFW 14O707Z May 75; 388TFW 140355Z Kay 75, 1405352 Hay 75, 140550Z •- 

Hay 75; PATRON FOUR 140242Z May 75, 1403232 May 75; USSA6/7AF 14023SZ 
May 75: 0£. Clt., JCS After Action Report, p. 2. 

grra 
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fc*s weijMed by “...an intelligence source of higher classification...* kiiich 
incicated that the Khwr Coonunfsts inteflded to tahe them to rxh Tang Island. 
The subsequent Koh Tang Island phase of the HhyAGUEZ o; 'ration was based on 
this conclusion.' 

(U) On the afternoon of 14 Ka.v Marine Major ftandall Austin, who led the 
assault on Koh Tang Island, conducted an aerial reconnaissance of the island 
in a U.S. Amy U-21 aircraft, but he noted, "unfortunately, we were linited 
to a BinisiuB altitude of 6,000 feet and could not see the necessary deUil-,* 
This restriction was apparently locally established. Evidence leading to this 
conclusion can be found in Mavy Coownder J.A. Messegee's (CTG 72.3) 
recollections of the initial P-3 reconnaissance to locate the KAYAGaEZ:‘ 

• * • • _ * 

In addition to no air cover, we also were concerned 
about the antiaircraft (AA) annanent on the CanbOdiari 
gunboats, inasmuch as we had lost a P-3 to this type of 
boat during the Vietnam War. Although our best intelligence 
indicated the boats' heaviest weapons were 20mn, one 
publication indicated they had 40nn. This discrepancy caused 
aie to set a 6,000-foot BiniaHn altitude restriction on our 
aircraft when in the vicinity of a possible gunboat and to 
require a one-<n11e elnlnun offset. He were to Icam that 
these rastrictions did not hamper our ability to visually 
■onitor gunboat Movements, except during periods of Im 
cloudiness. At these ninlMuas, however, we could not discern 
specific details, such as the lettering on the bow and stem 
. of the MAYAGUEZ. 

(0) Coronder Messegec went on to say. however, that he later directed 
passes as low as 300 feet, and there was no indication that a 6.000-foot 
■IniaMB reoiained in effect for P-3s beyond the initial sortie cited.^ 

Iff Also inportant was the need for accurate information on the enemy 
station, both on Koh Tang Island and on the Cambodian mainland. CINC>^AC 
Observed that, to this end, photo reconnaissance provided little order of 


1. CINCPAC 131338Z Feb 76; PATRON FOUR 1502582 May 75 and 150327Z May 75. 

2. WAVY TliCS. 27 Aug 75, p. 15, "The Assault on Koh Tang*; Draft ngrrative 
Of interview by Colonel Savoy with Major Austin, undated, SubJ: Koh Tang 
Assault/Operaticn MAYAGUEZ; USSAG/7AF t JCRC History. 1 Apr-30 Jun 1975. 
dated 22 Aug 75, p. 91; 0£. CU.. Proceedings , p. 94. 

3. 0£. Cit .. Proceedings, p. 95. 
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(03) infonutfon on the Island because of the dense jungle cover, fhoic 
• reconnaissance by was not tlnely enough for use In such a fast- 

coving situation. As noted above, the Karine CSF coaraender's visual 
.reconnaissance proved unsatisfactory to obtain 03 information, and__ , .. 

collection resources provided no 03 Intelligence due to 

a I 


^9^ Intelligence shortly after the fall of Cambodia (17 April 1975} 
reported the existence of 18-20 people on the is1ar>d at that tine. IPAC 
dfssaainated this infomtion by an intelligence spot report (SP0?i1£P) on 
13 Kay. In a second SPOIREP, following closely behind the first, IPAC 
estimated the maxIiMaa of one Khoer Coraunist company (90-l(X) men) reinforced 
with a heavy- weapons squad to be on the Island; however, this report 
apparently did not reach the Karine C5F coonander prior to the assault on the 
Island, although it did reach the transporting helicopter cennander and others. 
According to Major J.B. Hendricks. Operations Officer of the Second Battalion 
of the Ninth Marine Regiment (2/9), from which the Koh Tang Island assault 
force was drawn,' their briefings infortaed them "...that there were 20-30 
Khpcr Rovge irregulars on the island, possibly reinforced by whatever naval 
support personnel that v«re there associated with the gunboats sighted In the 
area.* A OlA appraisal which appeared In the i7CS after action report on the 
Incident estimated approximately 150-200 Khmer Communists on the Island at the 
onset of the operation; however, there was no Indication that this specific 
appraisal was generally available prior to the assault.^ 

Available maps were considered Insufficient to plan an amphibious 
assMlt or direct naval gunfire in support of the Koh Tang Island phase of 
the MAYACUQ operation. Topographic maps at 1:50,000 or 1:100,000 scale did 
Mt extend to the island. The current nautical chart of the island was 
approximately 1:240,000'scale and there was a Joint Operations Graphic (JOG) 
at 1:250,000 scale. Standard Naval combat charts were only produced for high 
priority or training areas; however, other limited areas could have been 
mapped by the Defense Mapping ^enCy in 48 hours, exclusive of shipping 
time, for an amphibious assault.^ 

yff During the HAYAGUCZ operation the use of Intelligence collection 
media for timely operational reporting (sec also coemunications section) 
proved an Important source of U.S. force data. ^ 

1. CINCPAC 1916232 Jun 75 (EX). 

2. Op. Cit.. Proceedings , p. 104, and JCS After Action Report, Tab 3', pp. 1-2; 

CONIPAC 1318232 May 75 and 1321442 May 75; CINCPAC 1313382 Feb 76. 

3. J3/Memo/00566-75 of 8 Sep 75, Subj: SS HAYA6UE2/Koh Tang Island Operation; 

CIM;F>AC 191623Z Jun 75 (EX). 
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, Froa there, CHICPAC received Ihec. 

vie operetionel coranuniCitiOftS, >t tines well ahead of C(WUSSAG/7Ar voice 
reports. There was sane difficulty correlating operatiorss and intelligence 
reports because of this tioe differential.^ 

As a result of experience gained from the HAYAGUEZ operation. CIN'CPAC 
directed a feedback .syslee to ensure acknowledgenent of critical intelligence 
by conaanders directly concerned, and further enphaslzed:^ 


a The need for accurate photos, charts, and naps of 
the area for Naval gunfire, close .air and assault support 
forces, 

a The need to nalntain tactical reconnaissance forces 
in vital areas to provide tinely coverage in fast>moving 
situations. 

« The need for COMPASS LINK or a sinilar system tb 
|to Washington, theater connanders, 
and for possible press releases. 

a , 


a The need to develop procedures to rapidly introduce 
photography from various sources, such as P-3, into other 
reconnaissance distribution systems In the lEniedlate area 
of operations. 


1. J6/Hc*o/0027-7S of' 11 Jun 75, SubJ: Lessons Leamed-SS HAYAGUEZ/Koh Tang 

Island Operation. • 

2. J3 Discussion Topic, 'undated. Issue: Lessons Learned Recent Contingency 
Operations, for discussion at CINC conference held 14 Aug 75 at LANTCOKi 
CIHCPAC 191623Z Jun 75 (EX). 

a 
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SCCTIOU V--PLAINING AUO EXECUTIW 
Planning 

As CINCPAC’s Oft-scene coejaander during the KATAGUEZ operation, 
C0HUSSAG/7Af was tasked to develop, subait for approval, and execute a multi- 
Scrvice air, air assault, and surface plan for the recovery of the HAYA6UEZ 
and an assault on Koh Tang Island In little over 16 hours. TiM constraints 
did not provide sufficient tiaw for detailed operation orders.' 

• The initial operational concept involved use of the nearest available 

assets. Air Force security police. Th^ were to nke a helicopter assault 
directly on to the KAYAGUEZ at first light on 14 Hay; however, as the situation 
developed, incoming Narines replaced the security police in what was planned 
to he a simultaneously executed two-phase operation to recover the KAYAGUEZ 
and release her crew, supported by air strikes on nainland Cambodia.^ 

Actions taken at the direction of the JCS in support of Uw evolving 
operational concept Included 

• CIHCPAC Mve all available helicopter assets in 
Thailand to U-Tapao. 

e CINCPAC move 75 U5AF security police from Nakhon 
PhanoB to U-Tapao. 

e CINCPAC move two reinforced platoons of Marines 
froo Cubi Point to U-Tapao via MAC airlift. 

• CINCPAC place one Okinawa-based Karine battalion 
on advanced deployability posture for eoveoent to U-Tapao 
via MAC airlift. 

e CSAF task MAC to provide appropriate support to 
CINCPAC as reguired and nove appropriate MAC airlift to 
Kodena AB In preparation to lift Okinawa-based Marines. 


1. JS/Memo/OOl31-75 of 17 Jul 75, SubJ: SS HAYAGUEZ/Koh Tang Island Operation. 

2. USSAe/7AF and JCRC History. 1 Aor-30 Jun 1975 . dated 22 Aug 75, pp. 87-89. 

3. JCS 9179/131610Z May 75. 
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• ^ ^ Based on t-Sese JCS Instructions, CIHCPAC further tasked CC:VSSK/7kF 

to luve the helicopter essets tnd security police in ThellenP to V-Tepio; 
ClIiCr^FLT to Kove the Karines from Cubi Point and Okinawa to IS>Tapao; and 
ClNCPACAr to preposition the required airlift in Okinawa. In addition, the 
following tastings had already been directed:^ 

• USS CORAL SEA [CVA-43] and escorts (TG 77.5) from 
the vicinity of Indonesia (about 950 niles away) to the 
vicinity of Koapoog Son. 

• USS HOLT, Destroyer Escort COE-1074}, and USS VEGA 
froa about 100 miles off the Philippine coast (southwest Of 
Subic Bay) to the scene of the incident. 

• USS WILSON, Guidcd-Kisslle Destroyer (OOG-7), 
enroute from Kaohsiung, Republic of China, bound for Subic 
.Bay, Republic of the Philippines to the vicinity of Koh 
Tang Island. 

• USS OKINAWA, enroute to Okinawa, return to the 
Philippines to reconstitute an Amphibious Ready Group (ARG) 

(USS OKINAWA, USS OULUTH, USS BARBOUR COUNTY, and USS NT. 

VERNON) and prepare to proceed to the scene. (This unit 
was not deployed.) 

J)tf The essence of COHUSSAG/7AF's initial operational concept was as 
fpllcws:^ 

e Arrive on station at first light, 23002 1 3 Hay/ 

0600G 14 Hay. 

e Effect recovery of the ship and, if possible, the 
ship's crew. ' 

• USAF tactical aircraft air-drop riot control agents 

(RCA) on the ship to immobilize any personnel on board. 

a Use all CH-S3 helicopter assets available in 
Thailand and all but two of the available HN-53 assets. 


1. Og. Cit.., JCS After Action Report, Tab D, Enel 9, p. 1; The Ceeptreller 
General NAYAGUEZ Report, pp. 36-3S; and Proceedings , pp. 97, 108; 
CINCPAC 1317372 Hay 7S. 

2. C0MUSSAG/7AF 1317487 Hay 75, 
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• At ten minute intervals. In a single helo-llft, 
OfflMd, from a hover, 12S USAF security police, 2 explosive 
ordnance personnel, 2 paraiaedics, and 1 Arty captain 
Interpreter onto the KAYAGyEZ. 


Durin 9 the deploysent of helicopters and 10Q USAF security police froQ 
Kakhon Phanom to U-Tapao, which began at 13002 hours 13 Kay, one CH>S3 crashed 
because of aechanical failure, killing 18 security police and 5 crew meabers.^ 

JfS) At 20S1Z hours 13 Hay, CINCPAC directed CQHUSSAGyZAF to Mdify the 
concept by substituting USKC Ground Security Force (GSF) personnel for the 
USAF security police, and enphasiaed that coianand and control would be 
maintained by CINCPAC. No execute order was issued.' 

Jf(() At 06452 hours 14 Hay the JCS notified CINCPAC:^ 

Higher authority has directed that all necessary 
preparations be made for potential execution early on the 
IStii to seize the MAYAGUEZ, occupy Koh Tang Island, conduct 
B-S2 strikes against the port of Kompong Son and Rean 
Airfield, and sink all Caaibodian small craft in target areas. 

CINCPAC was now tasked to plan for and execute, when directed, the 
foi .owing operations:* 


• USS HAROLD E. HOLT seize SS MAYAGUEZ using ships 
company and or augaenting Karines at U'Tapao. 

• Occupy Koh Tang Island with Narine forces at 
V-Tapao supported by Air Force helo assets and tactical 
air and naval gunfire support as available and required. 

• Sink all Cambodian small craft in the target areas 
of Koh Tang, Poulo Mai, Konpong Son, and Rean. 

CINCSAC was tasked to conduct conventional B-52 strikes against the 

port of Kompong Som and Ream Airfield from Guam.^ 


1. USSA6/7AF a JCRC History. I Aor-30 Jun 19>5. dated 22 Aug 75, p. 88. 

2. CINCPAC 1320512 May 75. 

3. JCS 1109/14064SZ May 75 (EX). 

4. Ibid . 

5. Ibid. 
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•'. CIKCPAC then tasked C0PiUSSAG/7Ar to provide the tfetei led plens 
required by the JCS by 1300Z hours 14 Key. CJnCPAC further specified that, 
in plenninj, eexinum esphasis sivould be placed on use of the USS CORAL SEA 
for close air support and mininuiii reliance on the availability of TKai-based 
strategic and tactical air. Although not nentioned, this specification was 
probably in deference to Thai sensitivities; hovever, as the situation 
actually evolved, this specification was not adhered to.^ 

During the new planning phase, participating units provided input to 
the plan that was finally sufcnitted. There was general agreeaent on the need 
for simultaneously hoarding the MAYAGUEZ and helo assaulting Koh Tang Island; 
however, views differed on the nethod for boarding the KAYAGUEZ. ClKCPACFLT's 
concept, which was finally executed, was to transfer the boarding party by 
helicopter to the USS HOLT. The Karine task force coerander (CTF 79.9) and 
C0KUSSAG/7AF initially envisioned inserting the boarding party by helicopter 
directly onto the KAYAGUEZ in a manner similar to C0MUSSA^7AF's previous 
concept (see page 23). The concept submitted in 00HUSSAG/7Af's final plan 
agreed with CINCPACPLT on.the method for boarding the HAYAGuEZ; but, in an 
apparent oversight in the employment paragraph to the same plan, insertion on 
the KAYAGUCZ was specified to be by helicopter. CINCPAC approved the final 
plan, subject to the boarding party boarding from the USS HOLT and clarifica¬ 
tion that supporting strategic air D-S20 air strikes were to be as directed 
by the JCS. CINCPAC directed that the Narines be put aboard the HOLT and the 
HOLT brought alongside the HAYAGUCZ because it was unknown if any Cambodians 
were on the MAYAGUEZ. It was simpler, with fewer risks, to board the 
KAYAGUCZ from the HOLT than from helicopters.^ 

The following were the key elements of the final operational concept 
developed to recover the S5 MAYAGUEZ and Influence the outcome of U.S. 
initiatives to secure the release of the ship's crew:^ 

• Begin a simultaneous two-phase assault at sunrise 
15 Nay local tine (approximately 23002 14 Hay 1975). 

a Using eight USAF CH/HH-53 helicopters, execute a 
combat assault on Koh Tang Island, with 175 Karines in the 
Initial wave, subsequent buildup to a total of 625 Karines 
on the Island, and rescue members of the SS MAYAGUEZ that 
may be found there. 

1. CINCPAC 140750Z Hay 75. 

z. CINCPACFIT 141254Z Kay 75; CTF 79.9 1414002 May 75; COMUSSAC 141515Z Kay 75; 

CINCPAC 142112Z May 75 and 131338Z Feb 76. 

3. C0NU5SAG/7AF 141730Z Hay 75 (EX). 
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• Usin 9 three USAF helicopters, insert 4-8 Karines, 

12 USN/^SC personnel, and explosive ordnance teen and a 
Caabodlan linguist on the USS HOLT, dose with the 
SS MAYAGtIEZ, and board and secure her. 

e dose air support and area coverage against all 
Caa6odian snail craft would be provided by USAF and USM 
tactical air. Naval gunfire support would be available. 

' and B-S2 strikes or Naval tactical air would be directed 

against possible reinforcing mainland Cambodian targets. 

dfif Subsequent operations followed this concept closely, with tactical 
air from the USS CORAl SEA being substituted for B-52s in the mainland strikes. 

Experience gained in planning for the HAYACUEZ operation highlighted 
tlic need to nalntaln and follow adequate, current crisis action procedures 
in responding to quick-breaking situations. Realizing the impracticality of 
attempting to prepare explicit plans for every possible crisis situation, 
and the fact that sufficient planning time would hardly ever be available, 
CIMCPAC observed that those options oust likely to be executed should be 
dearly identified early in the planning process to prevent subordinate 
conaands from “spinning their wheels,” planning for options that had little 
likelihood of being executed. Overall, the requirement for U.S. military 
assets worldwide to be strategically mobile and instantly responsive was 
cmiphaslzed.^ 

a 

Observing the interrelated plans and operations process, CINCPAC_ 
stressed the need to Increase the nuober of Joirkt incident exercises with~ 

■ore imaginative and realistic scenarios, commencing with PACOM Command Post 
Exercises (CPXs), moving, with JCS concurrence, to higher-level politico- 
rilitary games (possibly inter-departmental), and then frequent, full-fledged 

exercises with force participation.3 

Execution 

The HAYAGUEZ/ICoh Tano Island Operation 

The operation began with the first insertion of Karines on Koh Tang 
Island at about 225SZ 14 Hay (0SS5& IS Hay) and the landing of the boarding 


1, Op. Ctt., JCS After Action Report, Tab A, p. 2. 

2. J5/HCW/00131-75 of 17 Jul 75. Subj: SS NAYAaO/Keh Tang Island Operation. 
. 3, CINCPAC 1916232 Jun 75 (EX). 









, firty on the CSS HAROLD E. HOLT at about E30SZ 14 Kay (060SG 15 Kay). 

Althouoh the USS KOLT net no opposition, and the boarding party was in cocaplete 
control of the tV^TAGUET vrithin about two hours (01282 15 Kay), the Karine GSr 
and transporting USAF helitopters net fierce opposition fro* the beginning. 
Their ordeal lasted about 14 hours (last Karines extracted at about 13102 
15 Kay). The KAYAGUE2 crew had been identified as safe aboard the U5S WILSON 
within about 4 hours (03082 15 Kay) after the initial assault on the island; 
however, because of the strong enei^ opposition encountered on the island, 
reinforcenents were required to stabilite the situation and successfully 
extract the Karines.^ 

During the initial insertion of Karines on Koh Tang Island, concern 
' for the safety of the WYAGUEZ crew, believed to be on the island, precluded 
landing zone preparation by air strikes or naval gunfire. Even after confirma¬ 
tion of the crew's recovery, fast A-7 Forward Air Controllers (FACs) were 
unable to pinpoint locations of friendly units and suppress eneny fire because 
of the confines of. and confusing situation on. the battlefield. It was not 
until 09302 15 Hay that two OV-10 "Nail* slow FACs, with loitering ability, 
were on station to pinpoint friendly positions for effective close air support. 
Also, it was not until 07352 15 May that the first helicopter was able to 
recover to the CORAL SEA rather than return to U-Tapao (helicopters used were 
i nix of HH-53 air-refuelable "Jolly Green,* and CK-53 non-air-refuelablc 

*Xnffe* aircraft).2 

In sumaary. the Koh Tang Island phase of the HAYAGLIE2 operation 
involved the insertion of 231 Marines and subsequent evacuation of 227 (there 
were three eissing in action and one killed in action left on the island) in 
ttie face of severe enetqy fire. A total of 15 USHC. USAF. and USN personnel 
were killed in action. 49 wounded in action, and 3 Marines missing in action. 
Participating USAT helicopters incurred three combat losses, four were 
severely damaged, and six received minor damage.^ 

As « result Of the experience gained frpm executing the Koh Tang 
Island phase of the HAYAGUE2 operation. CINCPAC made the following additional 
observations relative to the means available to support the assault:^ 


1 . Assault on Koh Tang . DCS/PTans and Operations, HQ PACAF. 23 Jun 75. pp. 23, 
1-1, 1-3: PATRON FOUR 150327Z May 75; C0MUSSAG/7AF 150215Z Hay 75. 

2 . Assault on Koh Tang . DCS/PTans and Derations, HQ PACAF, 23 Jun 75. pp. 2. 

4, 18, 28 . 29. 1-2. ’ 

3. Ib^.. US5A6 ^7AF A JCRC History. 1 Apr-30 Jun 1975 . dated 22 Aug 75, p. 99. 

4. J3/KeflK)/0O566-75 of 8 Sep 75. SubJ: 55 HArAGUE2/Kob Tang Island Operation; 
CINCPAC 1916232 Jun 75 (EX). 
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• Helicopter availability dictateii the size and 
CpKpojitipn Qf forces; thMS, the initial insertion was 
urginal in size, and rapid buildup ashore was not possible 
due to Halted lift capability. Once the CORAL SEA was 
within 10 miles of the island, and shuttle distance was 
reduced, adequate support was available for the extraction 
phase. As we approach reduced force levels in the theater, 
particular attention aust be paid to airmobile support froe 
all services which provides flexibility to force composition. 

a Troop lift helicopters should be air refuelable 
and equipped with fire preventive foam in external fuel 
tanks, as well as other hardening measures (losses were 
greater among Ot-$3s). 

e We should use helicopters and low speed FACs to 
coordinate tactical air assets whenever the tactical 
environment permits. 

Supportive Air Strikes Against the Cambodian Hainland 

Air strikes in support of the NAYACUE2 operation were conducted 
against mainland Cambodian targets as directed by the JCS, the final decisions 
resting with higher authority. Cyclic strikes from the USS CORAL SEA against 
targets im the Konpong Som area were scheduled with first time-on-target 
about 0045Z 15 May, which closely coincided with the recovery of the MAYACUEZ. 
In the aridst of the initial execution of the operation, a Foreign Broadcast 
Information Service report out of Bangkok quoted a Cambodian Govemwnt press 
release to the effect that they intended to release the MAYACUEZ and crew. 

This was being discussed by CINCPAC and the NHCC when, about Q04AZ 1$ Kay, 
word was received from the White House to cancel the CORAL SEA strike; 
twwever, ly OOS2Z 1$ Hpy word was received to again proceed with the CORAL SEA 
strikes as planned. The first wave did not expend any ordnance. Then, right 
after the MAYAGUEZ had been searched and found npty, CINCPAC received 
infomation from an unknown Cambodian station saying, *Let the taericans go. 

We do not want to becoae prisoners ourselves.* This supported the belief that 
at least some Americans could still be on Koh Tong Island, and shortly after 
this, the SKond wave of CORAL SEA aircraft arrived over the mainland to 
attack Ream Airfield. By 0308Z 15 May the release of the MAYAGt^ crew had 
been confirmed and at 0329Z 15 Hay CINCPAC reported to the NHCC that the crew 
aicmbers had told the WILSON personnel that as a ‘condition for release they 
promised air strikes would cease.* CINCPAC now queried the JCS as to whether 






y 


' or net the third wave should continue on course. The Chairman, JCS discussed 
this with the Secretary of Defense, and the third and final strike was directed 
and carried out.^ 

iff Finally, at 0455Z IS May, the JCS notified all participants in the 

MYAGUfZ operation;^ 

lamedlately cease all offensive- operations against 
Ithaer Republic related to seizure of HAYAGUEZ. Dlseogage and 
withdraw all forces froa operation area as soon as possible 
consistent with safety/scif-defense. 

CINCFAC no,e<* that ",,.the threat of boaibing pf the Cwbodien 
Mainland did. In fact. Influence the Cambodian's decision to release Che crew...* 
as was verified by the captain of the NAYAGUEZ.^ 
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’Adapted from Commander in Chief Pacific Command Overview, 
The SSMayeguezInciclenl. Command History Branch, Office of 
the Joint Secretary, Appendix Vi. San Francisco, CA. 1976. 















THIS PAGE INTENTIONALLY LEET BLANK 


174 



LIST OF REFERENCES 


Argyris, Chris. Personality and Organization. New York: Harper and Row, 1957. 

Wilson, James Q. Bureaucracy: What Government Agencies Do and Why They Do It. 
New York: Basic Books, 1989. 

United States Marine Corps Doctrinal Publication 6: Command and Control. Department 
of the Navy: PCN 142 000001 00, October 4, 1996. 


175 



THIS PAGE INTENTIONALLY LEET BLANK 


176 



BIBLIOGRAPHY 


Allison, Graham & Philip Zelikow. Essence of Decision Making: Explaining the Cuban 
Missile Crisis. 2nd Ed. New York: Addison-Wesley Educational Publishers, 

Inc., 1999. 

Argyris, Chris. Integrating the Individual and the Organization. New York: John Wiley 
& Sons, Inc., 1964. 

Bolman, Earry G. and Terrence E. Deal. Reframing Organizations: Artistry, Choice, and 
Eeadership. 3rd Ed. San Erancisco: Jossey-Bass, 2003. 

Commander in Chief Pacific Command. The SS Mayaguez Incident. Command History 
Branch, Office of the Joint Secretary, Appendix VI, Overview. San Erancisco, 
CA. 1976. 

Comptroller General of the United States. Seizure of the Mayaguez'. Parts ITI. 94th 
Congress, 2nd Session. Washington, D.C.: U.S. Government Printing Office. 
1976. 

Eairhurst, Gail T., and Robert A. Sarr. The Art of Eraming: Managing the Eanguage of 
Eeadership. San Erancisco: Jossey-Bass, 1996. 

Galbraith, Jay R., Diane Downey and Amy Kates. Designing Dynamic Organizations: A 
Hands on Guide for Headers at All Eevels. New York: American Management 
Association, 2002. 

Guilmartin, John E., Jr. A Very Short War: The Mayaguez and the Battle of Koh Tang. 
College Station: Texas A&M University Press, 1995. 

Heffron, Elorence A. Organization Theory and Public Organizations: The Political 
Connection. NJ:Apprentice Hall, 1989. 

Jones, Michael O. Studying Organizational Symbolism: What, How, Why? Thousand 
Oaks, CA: Sage Publications, 1996. 

Kotter, John P. The General Managers. New York: Tree Press, 1982. 

Kotter, John P. Power and Influence: Beyond Eormal Authority. New York: Tree Press, 
1985. 

Martinez, J. Carlos, and Jon. C. Jarillo. “The evolution of research on coordination 

mechanisms in multinational research.” Journal of International Business Studies, 
1989: 489-514. 


177 



Mintzberg, Henry. “Organization Design: Fashion or Fit?” Harvard Business Review, 
January-February (1981): 1-16. 

Mintzberg, Henry, and Quinn, James B. The Strategy Process: Cases, Concepts, Cases. 
2nd ed. Englewood Cliffs, NJ: Prentice Hall, 1991. 

National Defense University. Strategic Leadership and Decision Making. 
http://www.au.af.mil/au/aw . Accessed April 1, 2006. 

National Security Council Memorandum for the Record. Wednesday, May 14, 1975, 

6:40pm-8:00pm. Gerald Ford Library. 

National Security Council Minutes. Tuesday, May 13, 1975, 10:40pm-12:25am. Gerald 
Lord Library. 

National Security Council Minutes. Wednesday, May 14,1975, 3:52pm-5:42pm. Gerald 
Lord Library. 

National Security Council Minutes. Thursday, May 15, 1975, 4:02pm-4:20pm. Gerald 
Lord Library. 

Pfeffer, Jeffrey. Managing with Power: Politics and Influence in Organizations. Boston, 
MA: Harvard Business School Press, 1992. 

Principia Cybernetica Web. http://pespmcl.vub.ac.be/ASC/LAW VARIE.html . 
Accessed Aug 24, 2006. 

Quinn, Kenneth. A/ayagMcz Paper. Kenneth Quinn to General Scowcroft. 25 Aug 75. 

“Mayaguez Performance Evaluation - Memoranda 6/75-10/75,” Box 8. National 

Secruity Adviser Staff Assistant John K. Matheny Liles. Gerald R. Lord Library. 

Russo, J. Edward and Paul J.H. Schoemaker. Decision Traps: Ten Barriers to Brilliant 
Decision-Making and How to Overcome Them. New York: Doubleday, 1989. 

Rowen, Roy. The Pour Days of the Mayaguez. New York: W.W. Norton & Company, 
1975. 

Seized at Sea: Situation Critical: The Story of the Mayaguez Crisis. DVD. Produced, 
directed, and written by Brian Kelly. Alexandria, VA: Henninger Productions, 
2000 . 

United States Joint Porces Command. Joint Center for Operational Analysis. 
http://www.ifcom.mil/about/fact jcoa.htm . Accessed August 23, 2006. 


178 





United States Department of Defense News Release. “MIA Marines Identified from the 
Mayaguez Incident.” 

http://www.defenselink.mil/releases/2000/b05182000 bt260-00.html . Accessed 
August 20, 2006. 

Wilderom, Celeste P.M., Mark Peterson, and Neal Ashkanasy, eds. Handbook of 

Organizational Culture and Climate. Thousand Oaks, CA: Sage Publications, 
Inc., 2000. 

Zegart, Amy B. Flawed by Design. Stanford, CA: Stanford University Press, 1999. 


179 



THIS PAGE INTENTIONALLY LEET BLANK 


180 



INITIAL DISTRIBUTION LIST 


1. Defense Technical Information Center 
Ft. Belvoir, Virginia 

2. Dudley Knox Library 
Naval Postgraduate School 
Monterey, California 


181 



